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ABSTRACT 
 
This dissertation is a report of the study that was conducted in rural schools of Tsolo 
district in Eastern Cape Province of South Africa. The study was about the relationship 
between union representatives and school management teams. The study was 
conducted because the researcher is a site steward in the present school where the 
researcher working and is always dealing with conflicts that usually occur between the 
S.M.T and Union members and has to  address these issues regularly. 
This problem made the researcher to be interested and want to know further from 
other schools of what is the situation. This was done through focus group interviews 
and the study was qualitative research paradigm. There were questions that were 
drafted and participants were asked to respond according to the questions. The 
participants were  as follows 11 SMT members and 18 union representatives. 
The study findings highlighted the role that   SMT could  play in the smooth running of 
the school and in addressing  tensions to enhance effective work. The study also 
illuminated the issue of being bias among the SMT in some unions and dictatorship by 
S.M.T members. The study findings highlight the role the S.M.T should play and the 
issue of   consultation before   any decision should be taken as an integral part. The 
study also showed that there was a need for schools to know the South African 
legislation so as to go along with correct rules and regulations when addressing 
different issues. 
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CHAPTER 1 
 
INTRODUCTION AND CONCEPTUAL ORIENTATION  
 
 
Introduction 
 
This study focused on the relationship between union representatives and 
school management teams (SMTs) in Tsolo District. For a school to run 
smoothly and produce good quality education results, it is important for 
school managers and union representatives to work closely together on a   
daily basis. The first part of this chapter gives background to the present 
state of affairs in the schools. The researcher then presents statement of 
the problem guided by the background. This is thereafter followed by the   
main research question and its sub- research questions, which are in turn 
followed by the research objectives, rationale for the study and the 
significance thereof. This part includes definition of operational terms as 
well. 
 
1.1 Background of study 
 
The recognition and acceptance of teacher unions into the education 
system has not been a smooth and harmonious process as there have 
been some educational authorities reluctant to give recognition to the 
militant teacher unions. When   education   authorities refuse to recognize 
the usually  militant unions this results  in stay-away and strike actions by 
teacher union members, which in turn interrupts schooling (Vadi 
1993).Teacher union members refuse to comply with department 
instructions such as the filling in of leave forms when they have been  
absent from school on protest marches and they also refuse to allow 
principals, subject advisors and circuit managers to access their classes for 
purpose of supervision (Hartshorne 1992).The conflict between teacher 
unions and the education department had a negative impact on the 
administrative duties of the school managers. Mosage (1990 ) maintains 
that managers were at the contact point with militant teacher union 
members and in most instances   they became the target of the union 
action. It has   frequently been   observed that even now there are certain 
school managers who find it difficult to incorporate militant teacher union 
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members into their school management teams. Teacher unions are now 
challenging this tradition and they want their members to be actively 
involved in the decision making under the sole jurisdiction of the school 
manager and they want their members to be actively involved in the 
decision making in a wide range of areas (Casner – Lotto 1988).      
 
According to Nel, Swanepoel, Kirsten, Erasmus and Tsabadi (2008) labour 
organizations are seen as voluntary organizations of workers. They are 
social phenomena and entities often not confined to one particular 
enterprise. A labour union is regarded as a continuing permanent 
organization created by   workers to protect themselves at their work. Nel, 
et al (2008) continue to say that  workers also improve the conditions of 
their work through collective bargaining in order to  better the conditions of 
their lives and provide a means for expressing their views on matters of 
society. Unions act on behalf of their members. Employees join unions 
because of unfulfilled needs and expectations in their employment, such as 
the capacity of the union to assist and encourage co-workers to join 
(Finnemore, 2002). They also join unions in order to improve their wages 
and working conditions, according to a study conducted by Torres (1995) 
as cited by Finnemore (2002) and Finnemore (2006).      
 
The emergence of labour unions in the workplace in many parts of the 
world came about with mixed reactions by various employment 
organizations, including governments and education authorities. There are 
those who viewed unions with suspicions and trepidation, like in South 
Africa in the 1970s when  resurgence of unionism was met with aggressive 
union-bashing strategies and tactics associated with unitarism    
(Finnemore. 2006). Such managers adopted combative relationship in 
which the managers are perpetually in conflict, as this type of relationship 
arises out of interaction of an autocratic nature, where the employer fears 
that if he does not keep a tight reign on his employees, they would not 
behave as desired (Kemp.1996). Others, on the one hand, looked at the 
emergence of unions as a welcome relief. Many companies embraced 
unions by adopting employees and worker empowerment strategies which 
increased momentum regarding their workability of new relationships 
amongst employer (Finnemore, 2006). 
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The first group thought that unions were an intrusion into their day to day 
activities and functioning. They looked at unions as a force that came into 
the workplace to ensure and guarantee that those who were lazy were 
protected from disciplinary actions and possible dismissal from their 
positions of employment (Pimlott & Cook. 1982). The last position has 
made some employees to believe that they may become untouchable and 
insulated from wrath of their employers and do as they wish thinking that 
their unions will always protect them irrespective of the nature of 
allegations and charges (Mills, 1986; Smith, 2003).  
 
Such emergence of unions has resulted in many acts of frustration from 
employers who might not understand how unions operate in accordance 
with their respective constitutions and the laws that govern employer-
employee relations. As a result such employers end up developing hatred 
against unions and engaging in union basting (Mills, 1986) there by 
resulting in a situation where unions and schools are two prisoners 
manacled together slugging it out with their free hands, according to 
Kerchner and Koppich (1993) in Gill (2006). 
 
According to a contributor in the e-How Articles (2010), employers treat 
their employees with respect and vice versa, if they all want to succeed 
and achieve goals.  The above scenario of dichotomy may be traced back 
to the various times of labour movements in various countries, where 
workers were denied their rights to participate in industrial actions. Such 
tendencies may be recalled during the times of British mine workers in the 
early and mid-1980’s. There were ugly skirmishes and confrontations with 
the Margaret Thatcher’s government policies (Pimlott & Cook, 2003). In the 
South African context such phenomenon may be recalled during the late 
1980s and the early 1990’s when there were wide spread labour unrests 
which permeated the various socio-economic sectors in the country 
including public institutions such as schools. Louw (1991) in Ntshangase 
(2001,) states that the years that followed 1990 were heralded by genuine 
concern for, and public demonstrations about, the existence of 
desegregated education system in South Africa. This was followed by a 
series of organized steps, which included protest marches, the drawing up 
and handing over of demands and sit-in protest-activities which individually 
and collectively of necessity seriously disrupted education. Similar industrial 
 4 
 
unrests also developed in countries such as the United States of America 
(Mills, 1986). 
 
In terms of the Labour Relations Act (LRA), Act No. 66 of 1996, and other 
related labour acts, the teacher labour unions resolved to have 
representatives in every school in order to safeguard the interests and the 
rights of their members in those schools. Such representatives are selected 
from members of the relevant unions from which they come, who are also 
members of the particular schools where they are employed. The school is 
called a site (Venter, 2003). The site stewards are democratically elected 
(Nel, et al, 2008) by members in the organization. In the case of schools,  
such a member represents his/her union members at a particular  South 
African Schools Act  (SASA, 1996). He/she is also referred to as a shop 
steward in the case of those who work and represent union members in 
offices and factories. Under the LRA, shop stewards are termed trade union 
representatives. They are employees who not only complete their normal 
expected duties pertinent to their jobs but also conduct their union duties 
on a part-time basis during working hours (Finnemore,.2006 ). Some of the 
roles of the site stewards are summarized by Nel, et al (2008) as being 
responsible for the effective organization of their branch committee team, 
enrolment of their members to their trade unions, encouraging members to 
attend trade union meetings regularly and actively participating in 
discussions. They also keep trade unions informed about the needs of their 
members. 
 
Venter (2003) points out that the practice of placing site stewards in 
schools has created friction and animosity between members of their 
unions and SMTs of some schools. He further reports that many of 
managers have found it difficult to operate smoothly in their schools with 
site stewards around them and watching the way they treat their 
members, especially if the SMT treats some staff members, who are also 
site stewards, in an unfair manner, bordering on unfair  labour practice. 
  
1.3 Statement of the problem 
 
The poor relationship between site stewards and SMT members in some 
schools may be a recipe for, and could lead to, schools’ ineffectiveness, 
dysfunctionality or collapse of management systems in those schools. This 
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ineffectiveness, dysfunctionality or collapse of management manifests itself 
in poor school attendance by both teachers and learners and the lack of 
preparation for the classes by the teachers. The researcher has observed 
that in the Eastern Cape, especially in Mthatha, some schools are on the 
verge of collapsing due to the conflict between school managers and the 
teachers’ unions. This poor relationship sometimes causes division even 
among the learners who sometimes take sides either with the teachers or 
with the management. 
 
 In many cases even the community members become involved by way of 
supporting one of the parties. In most cases this poor relationship between 
management and teacher unions affects students one way or another. 
Sometimes it leads to high learner dropout and high failure rate.  It is 
necessary for management and unions to have a good relationship because 
it encourages good relations which make the school to be effective and this 
will avoid the tensions among the stakeholders and promote 
 good working relations.  In order to understand such relationship factors, 
the study attempted to answer the following main research question: 
  
What is the relationship between school management teams and labour 
unions represented by site stewards in the same schools which may impact 
on the smooth-running of their schools? 
 
1.3.1 Sub-Research Questions 
 
The following sub questions were to be answered by the findings of the 
study: 
 
● Are there any tensions between site stewards and SMT 
members which may retard the progress of the school? 
 
●What are the factors that contribute to the relationship 
between the SMT members and union representatives? 
 
●What is the role played by each of the two parties towards 
this relationship? 
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1.4 Objectives of the study 
 
The following objectives of the study were to be accomplished: 
 
 To establish if there are any tensions between site 
stewards and SMT members that may contribute towards 
retarding  the progress of the school 
 
 To identify the factors that contribute to the relationship 
between the SMT members and union representatives 
 To establish the role played  by each of the two parties 
towards this relationship 
 
1.5 Rationale of the study 
 
The researcher works as a teacher and a union representative for SADTU 
in one of the junior secondary schools in the Mthatha District in the eastern 
part of the Eastern Cape Province. She is involved, on a daily basis, in the    
resolution of employment related conflicts between management and staff 
members. Some of the staff members belong to the union which the 
researcher represents. Other members of staff belong to another union, 
NAPTOSA, which also has its own representatives who work closely with 
the researcher, as they represent members with similar interests and 
characteristics.  
 
The researcher has observed that there are times in which management 
develops some attitude towards the union representative as a result of 
their role as the defenders of the rights of their members. The researcher 
has therefore found it necessary to find out the type of relationship existing 
in schools between management and site stewards.  
 
The relationship is sometimes affected by what appears to be negative 
attitude of the SMT members towards union members or vice versa. This 
apparent  negative attitude is sometimes caused by management who may 
be rigid in listening to the union representatives when bringing forward 
complaints of their members. This is against Chapter 2 of the Bill of Rights 
as enshrined in the Constitution of the Republic of South Africa Act 108 of 
1996.  
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Sometimes union members also become intransigent towards management 
for no apparent reason, or because of reasons associated with laziness and 
insolence on the part of some union members, in which their union 
representatives end up being under obligation to represent them in 
disciplinary hearings, even though they do it against the union 
representatives’ convictions. If such problems are not timely addressed it 
affects teacher morale negatively towards their work. This also sometimes 
leads to lowering of teacher morale which may result in work stoppages. 
  
This study was undertaken on the observation that many schools fail to 
function properly as a result of tensions that may result from unnecessary 
and uncalled for misunderstandings between management and union 
representatives. This is supported by Maluleke (1998) in Ntshangase 
(2001: 6) who argues that in most cases education officials are not 
prepared well enough to implement new policies and to incorporate some   
union members into their school management teams as this in turn does 
not help to improve relations between school managers and teacher union 
members. 
 
Such attitudes, especially the negative ones, it is assumed, to be as a 
result of tensions that may emanate from unnecessary and uncalled for 
misunderstandings or non adherence to existing policies by the two parties. 
The researcher believes that the research, would hopefully unveil the 
positive or negative attitudes that may be prevalent between the 
management of the schools and the union representatives.  
 
 
1.6 Significance of the study 
 
The researcher believes that labour unions and their members, especially 
their site representatives, will benefit from the findings of the study. It is 
believed that they will be in a position to understand and appreciate the 
ways in which they may be able to contribute meaningfully to the 
improvement of their relationship.  
 
They will also better understand each other and be transparent to each 
other and have access , which will guide them in their working relationship 
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with the management of the schools where they are based and operate. 
They may use the findings of the study as their point of reference in order 
to know which issues they may promote and which issues to avoid in their 
daily interactions with management on daily basis. They can also promote 
and sustain smooth working relationship in the interest of developing 
sound and conducive school effectiveness and productivity. Such conditions 
will lead to motivated members in the organization and good learner 
results. 
 
It is also believed that the members of the SMTs will use the findings as a 
point of reference in understanding how to handle instances of 
deteriorating relationships. They can also know how to enhance and 
sustain improving or improved relationships when interacting with union 
representatives in their schools. Such improved relationship will enhance 
the improvement of learning and teaching in order to ensure an enabling 
school environment for the learners to progress in their studies. 
 
SMT members and union representatives may also jointly use the findings 
of the study as a point of reference in guiding each other in the 
interpretation and implementation of school policies that include South 
African Schools Act, Act No. 84 of 1996, which would lead to the smooth 
relationship and the running of the schools.  
 
Education authorities at district, provincial and national levels may use the 
research report as their point of reference to make interventions and 
diffuse conflicts amongst members of the unions and SMT members. 
 
 
1.7 Theoretical Framework 
 
Every study requires a theoretical framework upon which it can be 
anchored and understood. A theoretical framework refers to orientation or 
perspective of a study or an undertaking .According to   (Ankara & Merts 
2006)   theoretical framework is any empirical or quasi-empirical theory of 
social or psychological processes at a variety of levels that can be applied 
to the understanding of phenomena.  It is the theory which the study is 
grounded on. A study requires a theory that will guide it throughout. It 
helps to determine and confine the researcher to a framework that will 
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determine and ensure the type of methodology to be used and type of data 
to be collected and analyzed within the boundaries of the theory 
established. This will ensure consistency and stability that enables the 
researcher to arrive at the findings and conclusion that respond to the 
research problem statement and research questions. (Cohen,  Mannion & 
Morrison, 2007).  
 
According to Thomson (2001) in Journal of Educational Controversy Blog 
(2006) reality is too complex to fully capture in abstractions and every 
study selects particular aspects of the world to emphasize necessarily 
leaving the rest in a shadowy background. In other words we must choose 
what is generally called “theoretical framework” to guide our analysis. Such 
a choice determines what we see in our data and how we make sense of 
what happened in a particular context. Theoretical framework does not 
only make the world view explicit but also provides the tools in terms of 
concepts and models for structuring investigation (Ankara, J.R & Mertz, 
2006: p.36).  
 
This study is based on symbiotic-mutualism theoretical framework which is 
a combination of both symbiotic association and mutual relationship. 
Symbiosis, on one hand, is a close association between two organisms of 
different species usually to the benefit of both partners, and often essential 
for mutual survival (Chambers, 1996). Campell (1987) refers to symbiosis 
as living together in an ecological relationship between two organisms of 
different species. In other words in a symbiotic association each partner 
contributes his or her efforts towards the smooth or effective functioning of 
the whole or the organization to which they both have mutual interest.  
 
Mutualism, on the other hand, is a relationship between two organisms of 
different species, which is beneficial to both of them (Robinson: 1996). 
Campell, Mitchell and Reece (1993) go a step further by referring to the 
benefit of the partners when they define mutualism as benefit of both 
partners in a relationship.   
 
It can therefore be deduced that in symbiosis, association is of particular 
importance to both partners, while in mutualism the relationship between 
both partners become important. An associational and relational continuum 
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forms the basis of the working together of the two parties towards a 
common goal.  
 
Therefore, this study as it is exploring the contributions made by both SMT 
members on one hand, and those made by site stewards on the other hand 
towards a common goal of developing a smooth relationship in the schools 
where they work, is premised on the association of both parties to each 
other within the organization (school). And the relationship that informs 
their daily interaction within the organization is based on the theory that 
combines both concepts, and everything that will unfold during the study 
will be based on this theory or foundation. 
 
 
1.8 Demarcation of the study 
 
1.8.1 Limitations 
 
The limitations of a study refer to the weaknesses or lack of ability which 
set a limit on what can be achieved (Robinson, 1996) in a research study. 
There are a number of limitations that the researcher encountered during 
the course of the study. The study was confined and conducted within five 
junior secondary schools in the Tsolo District. As a result the researcher 
could not be in a position to generalize the results of the study to other 
schools other schools within the Tsolo District itself and schools in other 
districts. The researcher is in full-time employment and this became a 
limitation that caused a delay in the completion of the study, as the 
researcher had to seek permission from time to time to be away from her 
employment in order to conduct the study.  
 
The scarcity of the literature on the perceptions of school managers 
concerning teacher unions makes it difficult to determine exactly where 
relationship differences and shortcomings exist. There are some school 
managers and officers of the Department who want to avoid any form of 
conflict with the teacher unions. Such attitude give impression that there is 
co-operation between those school managers and teacher unions, 
whereas, in reality they have succumbed to the demands of teacher unions 
by compromising important issues or by carrying out departmental policies 
inadequately (Orlosky, Mc Clearly & Webb,1994). As a result, some of the 
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union members and the principals did not feel free to take part due to 
fears of union reprisals against principals and fears of management 
members against union members, who are also   staff  members, became 
a limiting factor due to poor attitudes against one another.   
 
1.8.2 Steps to overcome limitations 
 
In order to address the limitations of the study the researcher made 
arrangements for leave with the management of her school to allow her to 
attend to her research project. The researcher filled in leave forms to this 
effect. The researcher assured the participants of their confidentiality and 
anonymity. She was also honest to the participants by keeping to her 
promise not to disclose any information about them and their contributions 
in the research project. This made both union members and principals to 
feel at ease and be freely willing to take part in the study.  
 
1.8.3 Delimitations of study 
 
The study was conducted amongst SMT members of the five selected 
schools and the union representatives of the same schools in the Tsolo 
District to establish the relationship existing between the two parties, which 
may have a bearing on the smooth running of their schools. In other words 
the researcher focused her study on the five schools only as part of her 
study of the factors contributing to the type of relationship existing 
between the SMT members and union representatives in their day to day 
working relationship. All other schools were thus irrelevant to the study to 
which the researcher was focused in her study. 
 
 
1.9 Definition of terms 
 
All the important terms that are   used in the study are clearly defined as 
follows: 
 
 Relationship 
 
It refers to an association between two or more people. Management 
generally seeks to establish a better relationship with the trade 
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unions and clarify the role and power of the shop stewards. 
Improved relationship leads to the removal of the barriers inhibiting 
the success of the organization (Finnemore, 2006 ). 
  
 Union 
A union is any organization whose membership consists of employees 
who seek to organize and represent their interests both in the 
workplace and society and in particular seeks to regulate 
employment relationship through the direct process of collective 
bargaining with management (Venter. 2007). 
 
 Union Representative 
 
A member of registered trade union, who is elected to represent 
employees in a work place (Policy Hand Book for Educators, 2002: 
pp. G-31). In the case of schools, such a member represents his/her 
union members at a particular school and is referred to as a site 
steward (SASA, 1996). He/she is also referred to as a shop steward 
in the case of those who work and represent union members in 
offices and factories. Under the LRA, shop stewards are termed trade 
union representatives. They are employees who not only complete 
their normal expected duties pertinent to their jobs but also conduct 
their union duties on a part-time basis during working hours 
(Finnemore, 2006 pp. 94-95).  
 
 School Management Team 
People employed as managers of the school are called school 
management team. They are responsible for the professional and 
academic development of the school (SASA, 1996). 
 
       ● South African Schools Act 
 
It is Act No. 84 of 1996 which was established “To provide for a uniform 
system for the organization, governance and funding of schools; to amend 
and repeal certain laws relating to schools; and to provide for matters 
connected herewith” (The South African Schools Act of 1996). 
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1.10 Structure of the dissertation 
 
The following structure of the dissertation will be followed 
 
Chapter 1: Introduction and Background 
 
Chapter 2: Literature Review 
 
Chapter 3: Research Methodology 
 
Chapter 4: Data   analysis and presentation of the findings 
 
Chapter 5: Conclusion and Recommendation 
 
 
1.11 Conclusion 
 
In this chapter the researcher presented the introduction and background 
to the study in relation to the topic. Other elements covered include the 
statement of the problem, followed by the research questions, the 
objectives of the study, as well as the rationale and significance of the 
study. Demarcation of the study which included limitations, delimitations   
and   steps to overcome limitations used in the study were also discussed 
under this part. The following chapter will focus on the literature review. 
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CHAPTER 2 
 
LITERATURE REVIEW  
 
2.1 Introduction 
 
This study aimed to address the relationship between union 
representatives and SMT members in   4 Tsolo schools  
 
This chapter covers the review of literature upon which the study is 
anchored. This is done on the basis of the different forms of research 
which have already been conducted and also to understand how other 
researchers have dealt with similar studies. The literature review  helped 
the researcher to understand the gaps available in the field within which 
the topic is located (Maree, 2007).The literature review  includes and cover 
issues related to the relationship between labour organizations and those 
issues raised by means of the research questions and related matters some 
of which are listed below: 
 
 The role of labour organizations in the improvement of working 
conditions of employees in South Africa. 
 Tensions between union representatives and SMT members which 
may retard the progress of the schools 
 Factors that contribute to the relationship between union 
representatives and SMT members 
 The role  played by union representatives and school managers 
towards their relationship 
 The management of tensions and their impact on the operation of 
schools between education union representatives and management 
structures. 
 
2.2 Defining a labour organization or trade union 
 
A labour organization, also referred to as trade union, in the words of Sofer 
(1992), is an association of persons grouped together around the pursuit of 
specific goals. A clearer definition is that of Salamon (1987), as cited by 
Swanepoel, Slabbert, Prinsloo, Burger, Erasmus and Brink (1999) which 
states that: 
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“Any organization whose membership consists of employees, which seeks 
to organize and represent their interest both in the workplace and society, 
and in particular seeks to regulate their employment relationship through 
the direct process of collective bargaining with management” 
 
Blunt (1993) goes further to state that labour unions  enable their 
members to achieve more, collectively, than it would possible for them to 
accomplish individually (Blunt 1993). Labour organizations are there to 
protect the interests of their members in the workplace 
 
2.3 History of labour organizations in South Africa   
 
The first labour organizations in South Africa started in the 1950s. They 
started as a result of various apartheid laws such as group areas act, 
suppression of communism act, voters representation act and the pass 
laws.(Finnemore, 2003). 1976 was a defining moment and a year of total 
gloom, lightened only by occasional flushes of disaster and worker protests 
and resistance. As stated by Booth (1976) by early 1976 unions were still 
small and largely powerless but many industries were affected and some 
paralyzed by many strikes as people were starting to fight for their rights. 
Booth goes on to report that many of their gains were wiped out as a 
result of union activism. After two major disputes union organizations were 
crushed and banned by government leaders in November. This action by 
government leaders showed   the fragility of the new movements. 
 
The teaching profession was also largely affected by union formation 
movement, though the formation of teachers unions came about later in 
history. According to Taylor (1997) the formation of teachers’ unions 
mainly came about as a result of frustrations and anger over teachers’ 
employment conditions. McEwan (2005) citing Tailor (1997), defines 
teachers’ anger as an experience that occurs when a goal, value or 
expectation chosen by teachers had been blocked or when their sense of 
personal worth is threatened. Many formal teachers’ unions such as SADTU 
and NAPTOSA started in the late 1980s and early 1990s and such 
formations culminated into larger bodies such as the Congress of South 
African Trade Unions (COSATU), to which SADTU is affiliated and FEDUSA 
(Finnemor.2006), to which other unions affiliated. However, some teachers 
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unions such as NAPTOSA are independent and not affiliated to a larger 
body.  
 
2.4 Defining a union representative  
 
Unions or labour organizations are represented by union representatives in 
the workplace to protect their members from unfair treatment by 
employers or management. Such representatives are called shop stewards 
in the case of public offices or large factories and site stewards in the case 
of schools or smaller institutions.  
 
A shop steward is a union representative who serves as a link between the 
trade union and workers. They are members of an organization elected by 
workers who are also members of the same organization or trade union 
(Tustin & Geldenhuys, 2003: p.97). Finnemore (2006: p.95 ) goes on to 
describe shop stewards as employees who not only complete their normal 
expected duties pertinent to their jobs but also conduct their union duties 
on a part-time basis during working hours. Based on the definition 
provided above, a shop steward therefore may be regarded as a mediator 
between the employer and the employee based on the needs and welfare 
of the employees regarding their employment conditions. In the case of 
schools shop stewards are referred to as site stewards and the school is 
called a site (Venter, 2003). The site stewards are democratically elected 
(Nel et al. 2008) by members in the organization. In the case of schools, 
such a member represents his/her union members at a particular school 
where they work. 
 
2.5 The role of shop stewards 
 
Shop stewards, as the link between employers and employees, perform 
important functions in the interest of members of their unions regarding 
fair labour practice and protection of the rights of members. Some of their 
roles are summarized by Tustin and Geldenhuys (2003: pp.97-98) as 
follows: 
 They serve as a link between trade unions and workers 
 They form committees to coordinate their activities in a particular 
company as well as to meet with management 
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 They ensure that the stipulation of agreements are observed and that 
all activities comply with safety regulations 
 They play a role in union-management relations 
 
The authors above also provide a summary of other roles by citing 
Nel (1997) as follows: 
 
 They must assist their members during disciplinary hearing 
 They are also responsible for the recruitment of new members 
 They encourage their members to attend trade union meetings and 
to participate in discussions 
 They must see to it that the stipulations of agreements are observed 
and that all activities comply with safety regulations 
 They advise members in all matters concerning their conditions of 
service 
 They are responsible for the effective functioning of their unions’  
branches 
 They must report all matters concerning their members at the branch 
committee meetings. 
 
It is evident from the above summaries of roles that the focus of a shop 
steward on daily basis is to protect union members against any form of ill 
treatment and to ensure equality of all workers in the workplace. 
 
2.6 Defining a manager 
 
A manager is somebody who is a leader in an organization and is 
responsible for organizing resources in that organization. His or her roles 
will include giving guidance to other members and also ensuring that 
resources are properly distributed for the success of the organization and 
the carrying out of its mandate. He or she is empowered to direct the 
activities of other people in the organization (De Beer., Roussouw., 
Moolman., Le Roux, & Labouschane, 2001). Leadership is about getting 
more out of life by putting more into it and putting yourself and your ideas 
on the line responding effectively to the risk and living to celebrate the 
meaning of your efforts. These days, doing nothing as a leader  is a great 
risk, so you might as well take risks worth taking (Goodlad, 2003). 
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As a head of a school, the manager or principal is accountable for the daily 
running of the school he or she is in. The practice managers are engaged 
in to run organizations or schools as learning institutions is referred as 
managerialism. According to Preedy., Glatter and Wise (2003) citing Pollitt 
(1993), managerialism is a set of beliefs about how organizations should 
be run. Managers use their beliefs and skills to run organizations or 
schools. In the context of schools managers include principals of schools 
and those who are appointed to assist them in the structures called school 
management teams (SMTs). 
 
A good manager is the one who establishes strategies that align the needs 
and values of individuals and groups with the mission and goals of the 
organization. Instead of directing and dictating, a good manager allows 
participants to contribute to decision making in the smooth running of the 
school or organization (O’Restein, 1994:). Bush (2003) describes 
managerial leadership as a vital part of an armoury of a successful 
principal. A manager who allows his or her staff members or subordinates 
room for participation in conflict resolution and formulation of strategies to 
advance the interests of the school or organization are normally 
guaranteed good results at the end. Such a manager, as described above, 
follows what Preedy  et al (2003) call and define as collegiality by way of 
thoughts expressed by some in summary form as follows: 
 
“involving mutual sharing and assistance (Fullan, et al. 1990), an 
orientation towards the whole school (Nias, et al. 1989),  and it is 
spontaneous, voluntary, development oriented, unscheduled, and 
unpredictable (Hargreaves, 1994). Little (1990) identified joint work as 
being most likely to lead to improvement ,examples of joint work include 
team teaching, mentoring, action research, peer coaching, planning and 
mutual observation and feedback .These derive their strength from 
creation of greater interdependence, collective commitment, shared 
responsibility and perhaps most important, greater readiness to participate 
in difficult business of review and critique (Fullan & Hargreaves 1990).The 
current study seeks to address this issue of information sharing trough 
good working relations and collaboration between the SMT and union 
representatives.     
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2.7 The role of managers in the workplace  
 
Managers have important role to play amongst employees under their 
leadership. De Beer et al (2001) describe the role of management as being 
to utilize the scarce resources available, and through planning organizing, 
leading and controlling to create prosperity in the organization, to satisfy 
the needs of consumers and  to achieve the objectives of the organization. 
A true manager or leader is interested in his or her members and in their 
welfarse, which includes their hopes, ambitions, ability, limitations and their 
prejudices. As part of his or her role, he must know how to motivate 
members to acquire new skills and gain new attitudes because without it 
such attitudes and motivation members stagnate (Davidoff & Lazarus, 
2000: p.167). According to Certo (1997), in order to achieve sufficient 
productivity from their employees, managers should at  all times, together 
with employees, set objectives for what they are to accomplish. Their 
performance is then measured against those objectives they have 
collectively set for themselves. Managers should at all levels be committed 
to the system in which they manage and interact with their employee for 
the welfare of their employees. Also, the objectives they set must meet the 
criteria for effective objectives described earlier .The current study seeks to 
establish the role of managers in the work place in the Mthatha context.  
 
2.8 Strategies used by school managers in running their schools 
successfully 
 
Managers who pursue success in their institutions or organizations are 
advised by McEwan (2005)) to do a number of things to their employees. 
Such practices include the need to welcome the union’s involvement in the 
planning and daily operations regarding their work. According to the author 
such situation will provide a perfect opportunity for others to see your 
respectful approach to problem solving as well as to hear the truth about 
the damage being done by teachers or employers. According to the author 
as a result, if the manager or the employer deals positively and proactively 
with union representatives they can be very helpful. As some teachers or 
employers observe the behaviours and attitudes of other teachers 
escalating out of control while the manager continue to be reasonable and 
supportive, they may well work behind the scenes to ameliorate and save 
the situation. Practicing positive decision making through non-decisive 
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strategies, recognize that each staff member brings an educational 
background, professional experience and compilation of life skills that are 
unique and valuable in their organizations. 
 
McEwan (2005) further suggests that a manager must be a communicator, 
and goes on to define a communicator as a genuine and open human 
being with the capacity to listen, empathize, interact and connect with 
teachers in productive and healing ways. If there is a conflict, as a 
communicator, the manager must always try to be neutral and not 
personalize it. This will mean that one should not feel responsible for or 
take ownership of angry teacher’s feelings and behaviors. She further 
advises that a manager should do all he or she can to defuse their anger 
and should not let conflict consume his or her energy and demoralize his or 
her own emotional state. A good manager, continues the author, must also 
be able to listen to his or her subordinates’ ideas and make appropriate 
responses. 
 
Certro (1997) sheds some light on some of the things done by managers 
who end up running their organizations or schools unsuccessfully. Some of 
such practices include instances where a manager shares personal 
information about other employees, including his desire or intentions to 
criticize or discipline such an employee. Such a manager may also discuss 
matters with others when they truly need to know or discuss the matter 
with other managers or human resources department. He further advises 
that if a manager hears a rumour, he or she should investigate it and find 
out the truth and cause instead of believing it on face value. Regular use of 
the tools of formal communication should be used to inform employees of 
organization events to avoid a grapevine and gossip. The current study 
seeks to explore the strategies used by school managers to run their 
schools.   
 
2.9 The relationship between managers and union representatives  
 
Employers liaise with employees towards conflict resolution and 
amelioration of tense working relationships. Labour organizations are 
formed by their members or employees to negotiate with employers for 
better employment conditions and wages. According to Kats and Kochnn 
(1992), when workers are dissatisfied with their job and employment 
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conditions they believe that unionizing can be helpful in the improvement 
of the conditions under which they work. This leads to the general 
acceptance at workplaces for a democratic labour management and 
investment in personnel administrative measures (Alvesson, 1987)  
 
Democratic and voluntary employee involvement in problem solving and 
job satisfaction within their employment organization, normally lead to 
happier employees who are more productive (Certo 1997). According to De 
Beer et al (2001), the working conditions of employees have considerable 
impact on their motivation, morale, attitude and productivity. The authors 
go on to indicate that if a supervisor or employer cares about his 
subordinates they (employees)will usually also go out of their way to help 
the supervisor to achieve the standard set by the employer or his 
representative. 
 
According to researcher’s experience, occasionally, there are tensions 
between employees and employers. They are from time to time found to 
be treating each other with suspicion. Their suspicion is normally 
characterized by lack of transparency and co-operation amongst them. 
Employers sometimes have problems in accommodating the views and 
contributions of employees as they may think that the latter will take over 
their power and do things as they wish in the workplace. This observation 
is supported by  Kerchner and Koppich (1993) in Gill (2006) who state that 
such employers end up developing hatred against unions and engaging in 
union busting (Mills, 1986) and this may result in situations where unions 
and schools are two prisoners manacled together slugging it out with their 
free hands. The current study will establish the relationship that exists 
between union representatives and managers. 
 
In the context of schools as workplaces, according to Preedy  et al (2003). 
teachers in such situations as described above might have lost criteria 
power, which refers to the ability of organizational stakeholders to define 
the aims and purposes of service to design the overall system within which 
it is provided to influence the performance criteria which providers must 
satisfy and to evaluate their performance in relation to those criteria. 
 
According to Kampworth (2003), issues of power are always present when 
two or more people are involved in problem solving. The nature of 
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consultation and transparency can easily become a problem if both parties 
(managers & union) are not sensitive to these issues. Kampworth (2003) 
goes on to advise mangers or employers to be assertive administrators. 
Assertiveness is a mindset that impacts the way you communicate and 
behave in your everyday interactions with teachers. Assertive 
administrators are mature and self defined. He is supported by Mc Ewan 
(2005: p.5) who states that a leader must be a character builder. According 
to Pritchett and Pound (1993) cited by McEwan (2005), such a leader will 
not have  better way to coach employees on what the new culture must 
look like than by how he or she carries out his or her  duties himself or 
herself.   
 
2.10 The relationship between teachers, as employees and school 
managers as employers’ representatives 
 
After 1994, the new South African government through the Department of 
Education realized that a new set of guidelines were needed within the 
school system  to guide school managers, as employer representatives, 
and teachers in schools, as employees of the government,  in the 
establishment and proper working relationships. The set of guidelines were 
developed and are contained in the South African Schools Act, Act No. 84 
of 1996, which is briefly known as SASA, Employment of Educators Act,  
No. 76 of 1998, the Labour Relations Act No. 66 of 1996, National 
Education Act no 27 of 1996 and other related acts. 
 
The above acts and their provisions created a new national school system 
to improve the quality of education for all on an equal basis. Each school  
commits itself to providing the best possible quality of teaching and 
learning and establishing a human rights culture and conducive working 
conditions based on democratic principles, participatory and collaborative 
partnership and trust between management and teachers. According to 
Goodlad (2003), citing Alvarado (2003), collaboration is important and not 
an end in itself, but means of dealing productively with tension. The author 
goes on to indicate that it is difficult to develop relational trust and thus 
leaders have to know when to let go as well as when to rein in.  
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2.11 How employees and managers can develop working 
relationship 
 
According to Anstey (1990) management and labour cannot wish each 
other away but need to support each other as it was necessary during 
apartheid and needed to support each other instead of being enemies. 
Strong union movement together with strong managers could achieve 
much more than any armed struggle. If managers are committed to union 
representation action and there is a supportive culture and climate, then 
educators as well as union representatives will be encouraged to freely 
express their ideas and make suggestions. The views expressed by Anstey 
are supported by Venter (2003) when adding that increased interaction 
between managers and union representatives, in which union 
representatives play  a significant role in decision making bodies, will lead 
to the building of shared identity with common goals and objectives. This 
in turn will reduce if not eliminate an “Us Versus Them” philosophy. 
 
2.12 Factors contributing to good or poor relationship between  
Union representatives and management in the workplace 
 
There are many things that lead to the deterioration of relationship 
between employers or managers and employee in the workplace. Some of 
these factors include lack of transparency, unclear roles given to 
employees and unclear guidance, poor communication channel and 
unprofessional approaches by managers to employees or vice versa, to 
name but a few (De Beer et al. 2001). Conflicts  that exist in the workplace 
or school are seen as manifestation of poor human resource management 
policies or interpersonal clashes such as personality conflicts, both of which 
can and should be managed away (Budd & Bhave: 2008). For employers 
and employees to work harmoniously together, management and union 
representatives need to work together for the benefit of the organization 
(Finnemore, 2002). It is thus equally important that SMT members and 
teachers need to work closely together to achieve what the above authors 
suggest. 
 
In order to achieve this goal they need to identify some of the factors that 
may negatively affect their relationship. Finnemore (2002) summarizes 
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factors that may strain the relationship between employers and employees 
as follows: 
 
 Employer promotion of internal committees and sweetheart unions to 
avoid recognition of an independent union, 
 
 Dismissal of union activists through constructive dismissal or 
retrenchment, 
 
 Victimization of shop stewards by demotion or transfer to less 
satisfying work on the basis that their duties were too time 
consuming 
 
 Delay in the recognition of a representative union by postponing 
meetings following an excessively legalistic approach or treating 
worker representatives with disrespect, 
 
 The use of informers and electronic bugging devices 
 
 Disregard for the effect of social and political problems on the 
workforce and dismissal of workers for participation in political stay 
always. 
 
Taking into consideration the current study seeks to establish factors 
that may strain the relationship between employers and employees. 
 
2.13 The role of labour organizations and employers in promoting 
good relationship in the workplace. 
         
A good-employer employee relation is vital in establishing and maintaining 
a business (Mesriani Law Group, 2010). The same thing may relate to 
school situations, which as organizations also experience the same need for 
employer-employee relations. It thus helps in avoiding disputes, which is 
one of the reasons why organizations like schools become dysfunctional. 
The same authors go on to say that this highly needed relationship within 
organizations is not easily established. It needs reciprocal or mutual 
treatment between the employers and employees. The manner, behavior 
and respect they give to each other create rapport amongst them. 
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Generally, schools have employer-employee agreements which have 
guidelines and roles that they must follow. Such agreements state their 
responsibilities and obligations, as well as their rights and limitations (Gill, 
2006). 
 
Good employer-employee relations are not easily established when only 
one partner acts unilaterally. Since the relationship concerns both of them, 
the employer and employee must contribute to do their part in order to be 
able to create the winning employer-employee relationship they desire. 
Once a good relationship is achieved, a winning organization is also built. 
This was stated by a contributor in e-How (2010) when stating that 
employers will treat employees with respect and vice-versa if they all want 
to succeed and achieve goals. Wanjohil (2010) supports this view by 
indicating that a healthy employer-employee relationship can build a 
successful company or organization, as happy employees produce better 
results. 
 
2.14 The role of labour organizations in the improvement of 
working conditions of employees in South Africa 
 
A labour organization is a continuous association of wage earners for the 
purpose of maintaining or improving the conditions of their working lives 
(Maree: 1984). Finnemore (2006) states that trade unions are not only 
aiming to improve conditions such as wages, working conditions and other 
benefits at the workplace but also to defend and protect members from 
dismissal and retrenchments. 
 
The author goes on to say whilst it was Samuel Gompers, the American 
trade unionist who was quoted saying “what union wants is more” 
defensive goals may be equally important, especially in a country where 
unemployment is very high and economic growth very low. The protection 
of employees is not only sought in direct negotiations with the  employer 
and trade unions, also have an important broader political role to play in 
ensuring state support for workers’ lives, not only at the work place but in 
their communities and society as a whole. 
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According to Venter (2006), the purpose of labour relations can hence be 
viewed as the creation and promotion of harmonious working environment 
through the regulation and employment relationship. 
 
According to Anstey (1990), management and labour have one option in a 
world market, and that is to restructure the bargaining process to be 
mutually productive and to develop the day-to-day relationship necessary. 
They can work together if they can come to a point of accepting each 
other. They must accept and understand the strengths, weaknesses and 
differences that both labour and management must develop to allow for 
meaningful change to take place. This structure must allow for real 
union/management input and in addition must allow for meaningful results 
to be developed. The parties must develop the lost concept of trust. This 
trust can. only be developed when the parties readopt the concept that 
“my word is my bond”. Both parties (labour and management) recognize a 
plan to come together and discuss the possibilities. The current study 
would like to establish the extent to which the labour organizations 
improve the working conditions of employees in the Mthatha district. 
 
2.15 Causes of tensions between school managers and teachers 
 
Causes of tension are normally the result of what Tannenbaum and Schmit 
(1958) in Rogers (2002) describe as ‘Boss-centered leadership’ where 
superiors make decisions and simply announce them, as opposed to 
‘Subordinate-centered  leadership’, where subordinates are permitted to 
function and take decisions within the limits defined by the superiors. 
 
Preedy et al. (2003) suggest that tensions are never fully resolved because 
they embody competing concepts of legitimacy within any area of public 
service, such as schools. The authors further suggest how such tensions 
may be resolved, by indicating that they may be worked out through 
legislative frameworks. Such frameworks, they suggest, place duties and 
constraints on the organizations and individuals involved through 
organizational structures which create frameworks for interaction and 
through management processes. Such management processes, according 
to the authors, are used by the parties concerned to negotiate their roles in 
any particular context.  
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According to Wanjohil (2010), tension could also be caused by 
discrimination based on sex, race, and religion if not immediately corrected 
by the employer when employees complain through established channels. 
Inability to empower the staff in important decision-making process is likely 
to rise to a situation where decisions are seen to be principals and not that 
of all interested parties. This will give a rise to a situation where educators 
dissociate from school activities adopting passive ways, like silence, 
withdrawal or hostile body languages as suggested by Taylor and Wilson 
(1997) in McEwan (2005,p.51). 
 
Many employers develop negative attitude when employees unionize or 
join unions, which represent them in times of conflict or deteriorating 
relationships. According to Katz and Kochan (1992: p.131) there is 
evidence suggesting that the use of union suppression strategies increased 
where some employers went on to reduce employee incentives to unionize 
by using substitution strategy. In such cases many employees reluctantly 
turned to unionization only after exhausting all other means available at 
their disposal to influence employer policies. These types of practice 
become recipes for employer-employee conflicts in the workplace.  
 
According to Wanjohil (2010), tensions can also be caused by 
discrimination based on sex, race, and religion if not immediately corrected 
by the employer when the employee complains through established 
channels. Some of the employer-employee conflicts are caused by inherent 
conflict of interest based on the clash of economic interests between 
workers seeking high pay and job security, while employers are pursuing 
profits (Katz & Kochan, 1992). De Beer et al. (2001) list some of the 
potential causes of conflict between employers and employees as the 
following: 
 
 Identical objectives 
 Competition for scarce resource 
 Personal differences 
 Different perception 
 Communication problems 
 Uncertainty about responsibilities 
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The current study seeks to establish if there are any tensions 
between school managers and teachers. Such information might help 
build good relationships between the two parties.      
 
2.16 Management of tensions between site labour union 
representatives and site management structures in the operation 
of schools  
 
Once tension or conflict is detected between employers and employees, 
before considering remedial measures the employer or supervisor should 
take the initiative to understand the actual nature of the conflict before the 
matter is brought to the legal advisers, who will advise on the 
normalization of the relationship. When a manager realizes the existence of 
conflict he or she should act as soon as he or she is aware of the problem 
(Certo, 1997: p.443). Tensions, if not promptly addressed, may develop an 
adverse effect on an organization. Schools as organizations may equally be 
affected by this negative relationship and its impact. Employment laws, 
rules and regulations also protect workers when conflict arises with the 
employers. In an ideal situation these rules define the relations between 
workers and their superiors.  
 
The major source of conflict, in the view of Venter (2006), the labour 
relationship, stems from an inherent divergence of roles. The employer 
fulfils the role as a decision maker and planner who directs the employees 
in the fulfillment of their duties, plans and controls the general operation of 
the organization. The employee in turn fills a subservient role in carrying 
out employers’ orders. The employer’s position of power over the employee 
is termed managerial prerogative.  
 
The same view may be compared with the school situation in which the 
school manager plays the role of an employer, as a representative of the 
Department of Education, in which the minister is the employer, and thus 
have a duty to ensure that teachers perform their duties as employees. On 
the other hand teachers have to carry out their duties subserviently to the 
satisfaction of the employer. It is thus the duty of the school manager to 
ensure that proper conditions and environments are created for the 
teachers to perform their duties diligently and productively (Venter, 2006). 
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In the context of the South African workplace environment, and in the 
schools, as employment entities in particular, the new government 
introduced legislation such as the Labour Relations Act (LRA), Act No.23 of 
1996 and South Africa Schools Act (SASA), Act No. 84 of 1996 to assist 
employers and employees in the resolution of conflicts when they arise.  
 
In line with the provisions of these acts, labour unions such as SADTU and 
NAPTOSA were provided with an opportunity to elect and appoint union 
representatives, also called site stewards, who would represent their 
employee members in the workplace. The major role of the site stewards is 
to liaise with school managers, who represent employers on site, in 
addressing tensions that may arise between the employers (school 
mangers) and (employee-union members) in their daily operations (Venter, 
2003). 
 
Organization or team conflict is not inevitable and can be resolved in the 
day to day working environments, such as schools. The underlying 
differences in perspectives may be transformed into constructive conflict 
and competitive advantage. When people lack the skills and experience to 
manage conflict effectively it may become destructive. Therefore the role 
of union representatives in schools is to liaise with management towards 
conflict resolution and amelioration of tense working relationship between 
employers (school management team members) and employees (teachers) 
(Venter, 2003). 
 
The above author continues to indicate that the relationship between union 
time to time due to various pressures exerted by the nature of their 
responsibilities, where management may be forced to enforce the rules of 
employment against the will and expectation of the employees. If such an 
adversarial relationship is allowed to continue, such deterioration may 
result into a paralysis of the activities and output of an organization such 
as a school.  
 
2.17 The involvement of the teacher unions in school 
management issues 
 
In a study conducted by Gill (2006) regarding the establishment of 
effective partnerships between school principals and union representatives, 
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she recorded her findings which included the importance of involving 
stakeholders in the organizational structures as collaborative partners in 
schools, which assist in collaborative communication. She further 
discovered that management commitment was widely regarded as an 
important ingredient in effective participative management, which included 
union members. She also found out that management and union 
representatives are sometimes unable to see a problem from both 
perspectives, which from time to time may lead to misunderstandings, 
distrust and suspicions. 
 
According to a study on the involvement of teacher unions in the 
implementation of the employment of educators act No 76 of 1998,   which 
was conducted by Zengele (2009) in the Vryheid district of KwaZulu-Natal 
it was revealed that the  involvement of the unions becomes contestable 
when a promotional post is filled. The general perception amongst 
stakeholders in the study was   that individuals came to the business of 
filling posts at school level with personal agendas. In other words this 
creates a lack of trust on members of unions when promotional posts had 
to be filled. The researcher further discovered that the union 
representatives regarded  the interest of their members as paramount to 
any other interest, including those of learners, as they believed that when 
educators interests are met those of learners would always be met. This, in 
itself manifests into acts of divergent differences with management, as 
management regard the interest of learners as more important than those 
of teachers. This may lead to deterioration of the relationship between 
management and stake holders. 
 
In the case of Zengele’s study, for implementation of policies or acts to 
succeed, the present researcher found it necessary to investigate the 
existence of positive or negative relationships and their causes between 
school management team members, on one hand, and union 
representatives on the other. Without understanding such relationships 
before implementation of such policies, any such initiatives are likely to get 
to a grind halt or be still-born before they can become a reality. 
 
According to another study conducted in Butterworth by Mkabile (2011) 
knowledge sharing was found to enhance an organization’s effectiveness 
when   knowledge was shared amongst the various stakeholders in school. 
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Managers believed that they share   knowledge to be competent. They 
believed that educators were   professionals with one goal which is 
teaching and learning. This researcher further went on to say that the 
performance of learners improves because of sharing knowledge amongst 
teachers. The study also revealed that knowledge sharing also helps to 
keep one updated with changes and teamwork in the work environment. 
Manager’s role is to become a mentor, a facilitator and a team member 
.This is supported by one of the SMT members when he stated that union 
help them to bring information about their union as they are also 
members.                
 
In the three studies conducted by Gill (2006), Zengele (2009) and Mkabile 
(2011) the first one (Gill’s) focused on the effects of partnership between 
principals and union representatives; Zengele’s study concentrated on the 
actual involvement of teacher unions in the implementation of Employment 
of Educators Act at school level. In Zengele’s study the researcher looked 
at the type of relationship that exists between union representatives and 
school management teams during the implementation of the act. In the 
case of Mkabile’s study she focused on knowledge sharing by managers as 
an important ingredient for improving learner performance and 
productive.ity amongst the teachers  
 
The researcher in the present study, started from the angle that made her 
realize that for any partnerships to exist between principals and union 
members, a conducive atmosphere for productive relationship between all 
the members of the school management teams and representatives of the 
labour unions on site had to be explored or established. A principal of a 
school is an individual who exists within the broader management team of 
a school and as a result she or he cannot exist and operate in isolation 
from other members of the school management team.  
 
This study had to close this gap, as according to democratic management 
systems advocated by the South African School Act, no single member of 
the management team, such as the principal of a school may take decision 
on his/her own without involving others. For any partnerships explored by 
Gill to succeed, positive or negative relationship between management 
teams and union representatives had to be studied and understood. 
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2.18 Conclusion 
 
In this part of the dissertation the researcher has reviewed literature that 
covered various issues related to employer- employee relationships. The 
researcher started by defining labour organization or trade union as an 
association of persons grouped together around the pursuit of specific 
goals. The researcher went further to discuss the history of labour 
organizations which were brought about by the need for employees to 
bargain with their employers as collectives with more strength than as 
individuals who had to face their employers from a position of weakness. 
These included identification of sources of conflicts in the workplace and 
possible factors that may contribute to the deterioration of employer-
employee relationship. The researcher also discussed the relationship 
between the employer and employees in the work place and also the 
causes of tensions which is lack of transparency and lack of clear roles. 
 
In the next chapter the researcher will describe how the study was 
conducted by prescribing the methodology followed, which includes sample 
of participants taking part in the study, and instruments to be used  in 
collecting the data. 
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CHAPTER 3 
 
RESEARCH METHODOLOGY 
 
3.1 Introduction 
 
This chapter   deals with the choice of   suitable methodology for the 
study. Within the structure of the methodology the researcher discusses 
the research method and the research design to be used. The population, 
the sample and the sampling strategy followed to select the participants in 
the research study, are also discussed. The researcher goes further to 
discuss the instrument for data collection and the procedure for collecting 
data. Ethical considerations to be observed are discussed, as well as the 
analytical frame work to be used to analyze and interpret the data  and the 
time frame  adhered to. 
 
3.2 Research Method 
 
A research method  is defined as the fundamental model or frame of 
reference researchers use to organize observations and reasoning (Babbie; 
2007). There are three major different research methods. They are 
qualitative method which relies on the use of words or narratives, 
quantitative method which uses numbers and mixed methods, which 
combine both qualitative method and quantitative method. 
 
The major uses of qualitative method are theory generation and policy 
development. The researcher collects data face-to-face and interacts with 
selected people in their settings. Its disadvantages include the fact that its 
interactive process is relatively personal, data obtained through such 
process may be influenced by the researcher’s presence. It is thus 
subjective in nature (McMillan & Schumacher, 2005 ). Another important 
characteristic of qualitative research is its multiple perspective approach in 
data collection, which helps to produce equal and strong validity of 
information (Cresswell, 1998 in Leedy & Ormrod, 2005 p.133).  
 
In this study the researcher used   the qualitative method because it is 
generally used in studies with an open ended outcome without prior 
expectations. Qualitative researchers develop hypotheses and theoretical 
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expectations that are based on their interpretations of what they observe 
(Johnson & Christensen; 2008:388).The researcher preferred to use this 
method of research as she was interested in getting deeper understanding 
of the relationship between school managers and union representatives in 
selected schools. She found it suitable for this purpose as the method is 
based on verbal narratives and observations rather than numbers 
(McMillan; 2008: p.11). 
 
3.3 Research design 
 
A research design is a plan or strategy which underlines philosophical 
assumptions to specifying the selection of respondents, to be used by the 
researcher during the study to develop instruments and procedures that 
will help her to collect the data (Maree; 2007: p.70).It is selected and 
followed by the researcher to answer the research question or questions 
(Johnson & Christensen; 2008: p.305).  
 
There are  types of qualitative research designs which may be followed to 
collect data. It however depends on the research problem and research 
question the researcher will be seeking answers to. Such qualitative 
research designs include amongst others, the following: phenomenology, 
ethnography, case study research, grounded theory and historical. In this 
study, the researcher followed a case study design. 
The researcher has decided to use a case study design because case study 
emphasizes detailed contextual analysis of a limited number of events or 
conditions and their relationship (Soy; 1997). Case study is thus suitable in 
the present study since the researcher is going to focus on a few specific 
cases (schools) and study in-depth the relationship between their 
managers and union representatives on site. 
 
3.4 Data collection instruments 
 
Researchers use various types of instruments to collect data in their 
research projects. Such instruments include interviews, questionnaires 
focus group interviews, tests and others (Christensen & Johnson, 2008, 
p.201). Qualitative researchers use observations, interviews, objects, 
written documents, audiovisual materials, electronic documents and 
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anything that can help them answer their research questions (Leedy & 
Ormrod; 2005, p.142).  
 
The researcher in this study chose interviews as they were found to be 
suitable for the type of data required for this study. An interview is a data 
collection method in which the interviewer asks questions from the 
interviewee. It helps the interviewer to get into the inner world of another 
person and to gain and understand that person’s perspective (Johnson & 
Christensen, 2008: p.207). There is direct verbal interaction between the 
interviewer and the respondent. Interviews allow for greater depth and 
richness of information (McMillan, 2008: p.177). An important element of 
an interview is the fact that it is face-to-face and interactive (Gillham, 
2005: p.113). Another crucial strength of an interview is that the 
relationship between interviewer and interviewee is responsive or 
interactive, allowing the researcher to make adjustment, clarification and 
exploration (G200). 
 
There other types of interviews, such as personal interviews, focus group 
interviews, structured interviews and unstructured interviews. For purposes 
of data collection in this study, focus group interviews were used to collect 
data from the participants.  
 
The researcher chose to use focus group interviews because of their 
suitability to this study. Focus group interview is a type of interview in 
which a moderator (working for the researcher) leads a discussion with a 
small group of individuals, e.g. teachers or students to examine in detail, 
how group members think and feel about the topic. They are used to 
collect qualitative data that are in the words of the group participants 
(Johnson & Christensen). Unlike group interviews, focus group interviews 
are more structured around a particular research topic. The researcher 
developed an interview schedule with a set of structured questions that 
were based on a number of sub-themes about the relationship between 
the school management teams and union representatives in the junior 
secondary schools. In this study the researcher did not appoint a 
moderator, but she conducted the interviews herself. 
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3.5 Research Site 
 
A research site is where the research is conducted. According to McMillan 
and Schumacher (2001) in Maree (2008) it is important to select a research 
site that is suitable and feasible. McMillan and Schumacher (2006) also 
emphasize the importance of a clear definition of the criteria for site 
selection, such that the criteria are related to the research problem and 
purpose. The researcher selected the sites because she worked in one of 
the schools in the same area as the selected sites. According to her 
experience there were occasional cases in which unions had problems with 
management of some of the schools over the activities of their members. 
Such differences tended to impact negatively on the smooth running of the 
schools. The researcher found it necessary to conduct the study   and it 
was easier to communicate with the participants involved in the study from 
both management and union representatives. The sites were thus found to 
be laden with rich information for the research project. 
 
Tsolo is one of the small rural towns of the Eastern Cape Province in South 
Africa. It is under the chieftaincy of Amampondomise. It is 45km away 
from Mthatha, where the researcher stays. The research was  conducted in 
four junior secondary schools. Two of the schools are in town and are 
about five kilometers from each other. The other two schools are located in 
two separate villages, which are about twenty kilometers from town and 
about five kilometers apart. The two schools in town have properly built 
classrooms. One of the two schools has crowded class rooms, with average 
of sixty learners per class. The other school has less crowded class rooms, 
with an average of thirty five learners in each class. The last two schools 
are situated in two separate villages. Each of the villages is situated more 
than ten kilometers away from town, with old and dilapidated classrooms. 
 
This is a district with very bad roads, especially in the rural villages. The 
majority of the community residents are not working and they are 
depending upon the old age pension fund and support grants. Their 
conditions are poorer than the town schools. The two schools are poorly 
resourced in terms of computers and other related facilities. The buildings 
are old and class rooms are not so much overcrowded. The average 
learners in a class, is thirty five. 
 
 37 
 
3.6 Population 
 
Population is regarded as group of elements or cases whether individuals, 
objects or events that conform to specific criteria and to which we intend 
to generalize the results of research, which is also referred to as the target 
population or universe (McMillan & Schumacher: 2006). In this study the 
population comprised all the members of the SMTs of the various Junior 
Secondary Schools within the Tsolo Education District on one hand, and all 
the union representatives of the existing unions who had their members in 
the schools that are within the Tsolo Education District. 
 
3.7 Population Sample and Sampling 
 
A sample is a set of elements or cases taken from a population 
(Christensen & Johnson, 2008). Researchers need a sample so that they 
can be able to take a decision about that population as they will not need 
the whole population. Mouton (1996) regards the process of sampling as 
equivalent to selection. It represents the population from which it is 
selected.  
 
The sample in this study will consisted of the SMT members and site-
stewards of union representatives in four selected junior secondary schools 
within the Tsolo Education District. The schools from which the sample is 
be derived was selected according to purposive sampling from the 
population schools in the district mentioned above. In purposive sampling 
the researcher handpicks the cases to be included in the sample on the 
basis of the researcher’s judgment of their typicality or possession of the 
particular characteristics being sought (Cohen, Manion & Morrison, 2007). 
According to McMillan and Schumacher (2006) the researcher selects 
particular elements from the population that will be representative or 
informative about the phenomenon or topic of interest. This is done in 
order to provide the best information regarding the purpose of the 
research. 
 
In this study the researcher included participants who had the necessary 
exposure and experience relevant to the problem statement. They were 
principals and union representatives who work together and interact with 
each other on daily basis. The researcher therefore preferably and 
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purposefully included participants from schools with union representatives, 
from the two different unions represented in the same school. 
 
3.8 Data collection procedure 
 
The researcher first called the principals telephonically to make the 
appointments. Before collecting data the researcher confirmed the 
appointments two days before the stipulated date. The participants gave 
their informed consent before participating in the interview sessions by 
completing and signing informed consent informs.  
 
In each school she met the participants together for interview sessions and 
used an interview schedule when asking questions. The researcher used a 
voice recorder to capture the responses without interrupting the discussion.  
The respondents were made aware of, and they consented to, the need to 
record their responses as the researcher did not have enough time during 
the interviews to write down every individual response. During the 
interviews the researcher also used a memo to record some of the 
responses and terms used by the participants or interpretations made by 
the researcher (Christensen & Johnson, 2008). 
 
During the interview sessions, each question was directed to all the 
members, who were in turn allowed to respond individually by giving each 
other chance to respond. Where and when necessary, the researcher asked  
follow-up or probing questions so that the participants could give more 
information about a particular issue (Gillham, 2005). 
 
As part of the limitations of the study, in one of the schools the researcher 
experienced some problems of time as the school started late due to 
circumstances beyond the researcher’s and the participants’ control. The 
staff had to hold an emergency meeting to address the urgent issue of 
staff redeployment.  
 
3.9 Ethical considerations 
 
Ethical considerations were observed to ensure appropriate and cordial 
relationship between and among all the participants and the relevant 
authorities. This was done in line with Sommer (1986) who assert that 
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psychologists respect the dignity and the worth of the individual and strive 
for the preservation and protection of fundamental human rights and they 
make every effort to protect the welfare of those who seek their services 
and of the research participants that may be the object of study. This basic 
requirement for every research This included obtaining letters of consent, 
obtaining permission from the participants to be interviewed, undertaking 
to destroy audiotapes and so on (Maree, 2007) project was addressed as 
follows: 
 
 Permission 
All the necessary steps were taken to ensure that permission to conduct 
research in the participating school was secured. The researcher wrote first 
write a letter to the Tsolo District Director to ask for permission to conduct 
the study in the four selected junior secondary schools, which fall under 
the Tsolo District. The researcher also wrote letters to the four selected 
school managers asking for permission to conduct the study in their 
schools. The intention of the study was clearly stated. 
 
 Informed Consent 
 
Informed consent from participants was sought to ensure that they take 
part in the research with the full knowledge of what was expected of them 
and what their rights were in and during the study (Cohen, Manion & 
Morrison, 2000). The participants were also informed that they have the 
write to take part or not to take part in the research. They also informed 
that they were free to withdraw their participation in the study without 
giving the researcher any reason to do so.  
 
 Confidentiality 
 
According to Leary (1995: 315), if a researcher can foresee any type of 
harm no matter how small, it is, he or she should not conduct the study. In 
some cases, however the information collected during a study may be 
quite sensitive and disclosure will undoubtedly have negative repercussions 
for the participants. The author goes on to indicate that the easiest way to 
maintain confidentiality is to ensure that subjects’ responses are 
anonymous. Sometimes subjects are given codes to use on their data that 
allows researcher to collect their data without divulging their identities. 
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In this study the researcher observed confidentiality, non-identifiability and 
anonymity of the participants’ information by not disclosing any information 
and their names. The researcher also ensured that she did not disclose any 
of their description or description of places of residences to anyone without 
the participants’ informed consent and full knowledge thereof. In order to 
ensure the above requirements, the researcher used codes in the form of 
letters namely School A, B, C and D to describe the schools of the 
participants. The participants were referred to in terms of the letters of the 
schools from which they came. 
 
3.10 Conclusion 
 
In this part of the  dissertation the researcher has discussed and covered 
the research methodology to be used in the study; the research design   
followed when collecting data; data collection instruments  used for 
collecting the data and procedure  followed during data collection. 
Population from which the sample was   selected, as well as the sample  
used in the study were also discussed .  The researcher also outlined the 
structure of the dissertation. The following chapter will focus on the data 
presentation and analysis. 
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CHAPTER 4 
 
DATA ANALYSIS AND PRESENTATION OF THE FINDINGS 
 
4.1 Introduction 
 
In this chapter the appropriate qualitative strategies were used to analyze 
the data collected through in-depth focus group interviews .Analysis of 
data conducted during  a process of data collection, as discussed in chapter 
3, and identification of patterns formed the basis of data analysis in this 
regard (McMillan & Schumacher,2006) and in  this chapter. The researcher 
used qualitative data analysis strategies in order to make sense of the 
data. Data analysis requires the reduction and interpretation of the 
voluminous amount of information of data collected. In order to achieve 
this, the researcher used coding by identifying categories that go together, 
and search for relationships and patterns in order to develop a holistic 
picture (Johnson & Christensen, 2008). The nature of data analysis evolved 
directly from the study design (Mouton, 1996: 161). The process   entailed 
the presentation of data, which was followed, by the analysis of responses 
per question posed to SMT members and immediately followed by analysis 
of the responses to similar question posed to union representatives. 
 
4.2 Presentation of data 
 
Table 1: Gender and number of participants 
 
Schools SMT 
members 
Union 
representati
ves 
Total 
Gender M F M F  
A 0 2 0 2 4 
B 2 2 1 1 6 
C 0 1 1 0 2 
D 1 3 1 1 4 
Total 3 8 3 4 18 
 
Table 1   summarizes the number of participants and their gender profiles 
at   the different research sites and also according to their status. Data 
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were  collected in four junior secondary schools in the Tsolo District. In the 
first school (School A) the researcher separately interviewed two(2) SMT 
members(1 deputy principal and 1 HOD) and two(2) union members, one 
from SADTU and the other one from NAPTOSA. The members of SMT were 
interviewed together while the union members were also interviewed 
together. In School B, four SMT members (Principal, deputy principal and 2 
HOD) were interviewed together and also two (2) union representatives 
were interviewed together. In School C, one (1) SMT member was 
interviewed separately from one (1) union representative. In School D four 
(4) SMT members (principal, deputy principal and 2 HODs) were 
interviewed separately from two (2) union representatives, one from 
SADTU and the other from NAPTOSA. A total of 7 union members and 11 
SMT members were interviewed which culminated into a total of eighteen 
(18) participants. From the eighteen participants, eight (6) were male and 
ten (12) were females. 
   
4.3 Data Analysis 
 
The following is a discussion of the responses to questions posed by the 
researcher to the members of the SMT in the four schools: 
 
4.3.1 A question was posed to SMT members regarding tension between 
union representatives and SMT members in their schools: 
 
 What type of relationship do you have with union 
representatives as management? good or bad? Please 
elaborate. 
 
The following responses were given: 
 
In School A the general feelings of SMT members was that the relationship 
was positive. Some of their words were: 
 
Respondent 1:” Site stewards give us full information from the union” 
Respondent 2: “The union representatives bring us circulars from the union 
offices” 
 
One of them stated that: 
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 “The union reps bring us full report after each and every union meeting” 
  
In School B respondents showed mixed feelings amongst SMT members 
regarding the same question above. 
 
R-1: “Sometimes the relationship is negative and sometimes it is positive” 
 
In School C members of the SMT indicated that there was a good 
relationship between SMT members and union representatives, when he 
said  
 
“We work together. We sit down and discuss our issues whenever there is 
a problem” 
 
School D: The responses of the four SMT members were generally 
favourable about the relationship 
 
One of the members said:”They (union reps) report to us and we 
understand each other”. 
 
Another member from the same school stated that: 
 
“We don’t have a problem with them because they obey our regulations” 
 
One of them also indicated that they don’t have a problem with union 
members when he indicated: 
 
“We don’t have problem with them because there is one union at school, 
which makes it easier to understand each other” 
 
The same question was posed to union representatives of the four schools 
as follows:  
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 What type of relationship do you have with management as 
union representatives in your school? Good or Bad? Why? 
 
In School A the SADTU union representative indicated that their 
relationship with SMT members was positive when she pointed out  
 
“We do not have a problem with management at our school. We work 
together as a team to develop the school”  
 
In this school there seemed to be some differences in the way both unions 
on site were   treated by management. This was revealed by the NAPTOSA 
representative when she indicated the existence of a bad relationship  
when she said: 
 
 “We are not informed. We are not even recognized as a union in our 
school” She went on to say “We miss a lot of information”.  
 
In School B the two union representatives unanimously agreed that their 
relationship with management was generally positive. The SADTU 
members indicated that they were allowed to attend their meetings, but 
they had to indicate in time with a written letter when they are going to 
attend such union meetings. The NAPTOSA representative indicated that 
their relationship was positive. Although their principal belongs to SADTU, 
he allows them to attend their own union meetings, but he would only 
need evidence. She continued to say; 
 
 “In our union we use cell phones for communication and we show him the 
sms’s” 
 
In School C the one and only union representative in the school showed 
that a positive relationship existed between the SMT and himself as a union 
representative when he said: 
 
“We work together and discuss our issues”. 
 
The two union representatives in School D had a positively unanimous 
voice on the question when each one of them said: 
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 “We have a positive relationship with management. Each time we want to 
attend union meetings we are allowed.” 
 
4.3.2 The next question regarding tension between SMT and union 
representative was posed to SMT members as follows: 
 
 Have you ever had any conflict with union representatives? 
 
The managers of School A indicated that they had a conflict on attendance 
of meetings by union representatives during school hours which was 
ultimately amicably resolved through negotiations. This was confirmed by 
the deputy principal when he stated that:  
 
“There was a conflict and it was solved. It involved poor attendance by one 
of the SADTU union members”.  
 
The deputy principal went on to say: 
 
“We explained and motivated our action against them and it was written 
down”  
 
In School B there was also a conflict based on a misunderstanding between 
SMT and union representative and it was adequately solved. According to 
the HOD: 
 
 “They were not allowed to attend union meetings without written letters”  
 
They said that the matter was resolved through discussion with 
management after which management allowed them to attend meetings.  
 
The SMT members in the schools C and D indicated that there was never a 
conflict in their schools between them and the union representatives. 
 
The researcher asked similar question to union representatives as follows: 
 
 Have you ever had any conflict with SMT members? 
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In School A the union representative from SADTU pointed out that their 
members did have a conflict about the attendance of the meetings.  
 
“Yes, sometime back there was a conflict. The times for the meetings were 
problematic. We were not allowed to attend the meetings, especially on 
the site. We were given break times which were not enough”  
 
The NAPTOSA representative went on to indicate that: 
 
“It is the same. I agree with my colleague” 
 
The union representatives said that the matter was resolved through 
discussion with management. 
 
In School B the union representatives indicated that they had a conflict 
with management which was based on misunderstanding about attendance 
of meetings. One SADTU member said:  
 
“We do discuss issues between ourselves and management if we did not 
agree”.  
 
The SMT members of school B gave a similar strategy to school A, whereby 
they regularly meet with union representatives to iron out issues in which 
they disagree. In School C and School D the question was not relevant as 
they indicated earlier on that they did not have any conflicts in running 
their school effectively. 
 
4.3.3 The union representatives were asked a similar question in schools A 
and B visited by the researcher.  
 
 How did you manage the conflict? 
 
In two schools (A and B), where incidents of conflict were mentioned, the 
union representatives indicated that they resolve their differences through 
negotiations. As in the other schools (C and D) there was no conflict, as it 
was reported above, this question was of no relevance and therefore no 
response in this regard was anticipated. 
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4.3.4 SMT members in schools A and B were asked a question with regard 
to initiatives taken on the solving of problems. In schools C and D the 
question was not posed as they indicated that they never experienced any 
conflict with the union representatives. The question was posed as follows: 
 
 Between you as SMT members and union representatives 
who takes the initiative to solve such conflicts? 
 
In School A one SMT member said: 
 
 “Both of us invite each other when they or we realize that there is a 
problem”  
 
Other members of the SMT supported this. In School B the SMT members 
said that the initiative depends upon the nature of the problem, as one of 
the members stated: 
 
“If it’s them who realize that there is a problem they (union) will come or 
they will invite us to a meeting for discussion. If it’s us who realize that 
there is a problem we call them”. 
 
The union representatives were asked a similar question: 
 
 Between you as union representatives and SMT members, 
who takes the initiative to solve such conflicts? 
 
According to SADTU representatives in School A, it is normally 
management who takes the initiative.  
 
“If as a union we identify a problem and initiate a solution we are normally 
not listened to by management as they would regard the problem as 
minor”. 
 
The NAPTOSA members also indicated that it was normally the SMT 
members that initiate the solution and they did not have a problem with 
such an approach. 
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In school B the members of both unions unanimously agreed that to them 
it did not matter who initiated the solution to a conflict. As long as the 
initiative leads to the resolution of the problem, that would satisfy them. 
 
Members of schools C and D did not have anything to say on the matter as 
they did not come across situations that had conflicts in their schools 
 
4.3.5 The SMT members in School A and School B were asked a question 
with regard to factors that contribute to the relationship as follows:  
 
 What are the factors that cause conflicts between you and 
union representatives? 
 
In school A the SMT members mentioned personal matters and perceptions 
in some individuals as some of the main causes of conflicts.  
 
”Personal interests sometimes create problems between unions and us as 
management’” said one of the SMT members. 
 
“It’s true. Some of them put personal interests before their academic 
responsibilities”.  
 
Added another SMT member in the same school 
 
In School B one of the SMT members referred to union representatives’ 
attendance of union meetings as the cause of friction between them and 
union representatives. One of them said that, 
  
“The attendance of their frequent meetings was a problem”. Sometimes 
forget that we are employed by the Department not by the union”.  
 
In school C and D the question was not posed because they indicated that 
they never had conflicts in their schools. 
 
A similar question was posed to union representatives regarding factors 
contributing to conflicts: 
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 What are the factors that cause conflicts between you and 
SMT members? 
 
The union members in schools A and school B from both unions on site 
identified common factors that contribute to conflicts between them and 
management. Such factors include, lack of transparency by management, 
dictatorship tendencies, favouritism, lack of information, no space to 
express one’s views, hiring and firing tendencies, nepotism during 
appointments. In schools C and school D, since there were no conflicts 
reported, the question under discussion did not have any responses. 
 
Finding on factors contributing to causes of conflicts, as perceived by union 
representatives included lack of transparency by management, lack of 
information, no space to express their views. 
 
4.3.6 The next question regarding factors that may have a negative 
relationship between SMT members and union representatives and which 
may subsequently affect the smooth running of the school was posed to 
the SMT members as follows: 
 
 Can you name any two major such factors that may had a 
negative impact on the smooth running of the school? 
 
In School A one of the SMT members complained about attendance of 
school and late coming as one of the factors that have a negative impact 
on the relationship between management and union representatives in 
their school.  
 
“Poor attendance of school and late coming by members of unions is one 
of the problems we are facing as management” 
 
Her colleague added that, 
 
“Union representatives deliberately come to school when they wish to 
come late, many almost every day. They set a bad example to their 
members” 
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In school B the problem was the attendance of union meetings. The SMT 
members complained about the time for union representatives to attend 
meetings during working hours. In both cases,  according to SMT members 
,this  was causing disorder in the running of the schools due to the 
problem of unattended classes while the educat ors concerned were away 
to attend union meetings. In school C and D they were not having a 
problem. 
 
A similar question asked SMT members above, was posed to union 
representatives as follows: 
 
 Can you name any two major such factors that may have 
negative impact on your relationship? 
 
The union members in schools A and B from both unions on site identified 
the same factors as they cited above to the preceding question posed to 
them. Such common factors that contributed to a  negative impact on their 
relationship with management included, no space to express one’s views, 
hiring and firing tendencies, nepotism during appointments lack of 
transparency by management, dictatorship tendencies, favouritism, and 
lack of information. In schools C and D, since there were no conflicts 
reported, the question under discussion did not have any responses. 
 
4.3.7 The SMT members were asked a question regarding the frequency of 
meeting convened between management and union representatives to iron 
out their differences: 
      
 How often do you meet with union members to identify and 
avoid areas of possible conflicts? 
 
In School A they said they met frequently and when need arose. In school 
B they said that they just attend to situations individually as they come. In 
School C the SMT members pointed out that they normally meet after the 
union representatives had explained:  
 
“Every time members of the union have attended their meetings they meet 
and report to us”  
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In school D one the SMT member said: 
 
“We meet when the need arises”. 
 
4.3.8 The union representatives were asked a similar question as follows: 
 
 How often do you meet with SMT members to identify and 
avoid areas of possible conflict?  
 
In School A and B they indicated   that they only attended to situations as 
they come. They did not have specific meeting schedules or regular 
meetings. In school C the union representative said  
 
“We only meet when we anticipate a potential problem”.  
 
In other words the school’s collective strategy between SMT and union 
representatives is to tackle potential problems proactively and before they 
become real problems. They work together to 
  
“Nip the problems in the bud”,  
 
This was according to   one of the union representatives. 
 
4.3.9 Under this aspect members of the SMT were asked the following 
question: 
The following question regarding conflicts was posed to the SMT members    
 
 How do you handle causes of conflicts with union reps?   
 
In school A and B they said that they arrange meetings with union 
representatives and discuss pertinent issues. In school C and D they didn’t 
have a problem. 
 
Under the same aspect members of the unions were asked the following 
question: 
 
How do you handle causes of conflict with SMT members? 
 
 52 
 
In school A the SADTU members indicated that the SMT members ask for a 
meeting if they are having a problem. One SADTU member stated:  
 
“There is discussion before any decision is taken. We also expect 
management to be neutral so that we are free to voice out our views”  
 
The NAPTOSA member indicated that they do write letters to SMT 
members raise issues related to potential causes of conflict although they 
ignore them. 
 
4.3.10 A question on collaboration of each structure on the smooth running 
of the schools was asked to both sides in each school. The question was 
directed to SMT members and later to union representatives: 
 
 Do you regard union representatives as collaborative 
partners in ensuring the smooth running of your school? 
Substantiate your answer 
 
In all the schools they agreed that union representatives play an important 
role as partners in ensuring that schools do run smoothly. In schools C and 
D they emphasized the importance of union representatives as partners as 
they do share some of the information from their union mother bodies 
regarding codes of conduct of how their members should behave in the 
workplace, as one the SMT member stated that: 
 
”When they come from their union meetings they come with a lot of 
information regarding codes of conduct, which in turn help us to know how 
to deal with their members at school when they do not cooperate”. 
  
4.3.11 The next question asked the was about the way the SMT members 
regarding of union representatives as collaborative partners in ensuring the 
smooth running of their respective schools.  
 
 Do you regard union representatives as collaborative 
partners in the ensuring of the smooth running of the 
school? Substantiate your answer.  
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In all four schools the SMT members agreed that their union members 
were generally cooperative and wanted to ensure the school development.  
 
 Do you regard SMT members as collaborative partners in 
ensuring the smooth running of the school? Substantiate 
your answer 
 
All union representatives in all the four schools unanimously agreed that 
SMT members are important partners in ensuring that the schools where 
they are employed and act as site stewards run smoothly. 
 
4.3.12 Next question which concerned the role to be played by SMT 
members was posed to union representatives as follows: 
 
Which role do you think the S.M.T members should play in their 
collaboration with union reps regarding the smooth running of the 
school?  
 
 
In School A the NAPTOSA representative complained about equal 
treatment:  
 
“They must treat us all equal. There must be no biasness. They must treat 
unions equally. There should be no important union than another”. 
 
 One SADTU member in School A indicated that the SMT members must 
hold discussions with the union representatives before they take any 
decision on matters relating to the running of the school. The union 
representative further expressed concern about freedom of expression in 
their communication and interaction with SMT members when she said:  
 
“They must be neutral so that you are free to voice out your views during 
staff meetings” 
 
One of the SADTU representatives in School B voiced out a concern 
regarding lack of transparency by management in their school when he 
said: 
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“Working together and transparency by management is important as we as 
a union we are transparent”.  
 
The other SADTU representative supported this view. NAPTOSA 
representative emphasized the need for management to consider their 
views in the development of their school. She said this is because she felt 
that her views are normally ignored as union representative.  
 
“We sometimes get involved in discussion with management but our 
contributions get ignored” 
 
The union representative in School C also voiced concern on transparency 
by management on issues relating to the running of the school when she 
said that  
 
“Everything must be done democratically. Working together & transparency 
school ’’ 
 
The union representative from School D added her voice by referring to the 
need for management to show co-operation with union representatives.  
 
She said “Co-operation is the best and transparency  
 
4.3.13 Next question regarding the frequency of meetings between SMT 
members and union representatives to avoid or address conflicts posed by 
the researcher to SMT members: 
 
 How often do you meet with S.M.T members to identify and 
avoid areas of possible conflict? 
 
The SADTU and NAPTOSA representatives in School A supported one 
another by saying that they do meet with management when there is a 
problem to solve.   
                      
In School B the SADTU representatives indicated that every time they are 
from the meetings they do meet with management to report about union 
issues and programmes. One SATDU representative said:  
 
 55 
 
“We meet them after attending union meetings to report to, and inform 
them, about union programmes, as some of the members of management 
are also union members. They are also expected to do what their union is 
doing. We also meet with them sometimes once or twice a week.”  
 
The NAPTOSA member stated that when they are having an issue they do 
meet. 
 
In School C the union representative also concurred with the NAPTOSA 
member in School B when she said: 
 
“We meet when the need arises”. 
 
In School D the union representative echoed the same words with School A 
SADTU members when she said that they meet with management, 
 
“When we have a branch meeting and they want us to give a report”.  
 
She further indicated that they also meet management when the need 
arises or when there is a problem. 
 
4.3.14 Next question, on the effectiveness of the meetings held to address 
conflicts, was posed to both members of the SMT and union 
representatives as follows: 
 
 How effective are your meetings with SMT members, if you 
do meet? 
 
In School A both SADTU and NAPTOSA members unanimously agreed that 
the meetings are not effective. One of the SADTU members went on to 
give a reason of the ineffectiveness of the meeting by saying:  
 
“We discuss and discuss but when it comes to implementation our views 
are ignored”.  
 
This was supported by NAPTOSA union representative: 
 
 “Our views are not taken into consideration” 
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In School B one the SADTU union representatives responded by saying:  
 
“They are effective ‘cause even if there is something we don’t agree on we 
ultimately reach a consensus”. 
 
The other SADTU member agreed with her colleague on this matter  
In Schools C and D the union representative s stated that the meetings are 
effective and they don’t have any problem. 
 
The following question regarding the effectiveness of meetings between 
union representative and SMT members was posed to the SMT members:  
    
 How effective are your meetings with union members, if you 
do meet? 
 
In all the four schools management indicated that their meetings were 
effective because they provide a platform where they are able to engage 
one another in order to address their differences.      
     
4.3.15 The next question regarding who would take the initiative between 
SMT members and union representatives to organize such meetings, where 
differences would be discussed between the two structures, was posed to 
SMT members as follows:  
 
 Who normally takes the initiative to start such meetings? 
 
In school A the members of management stated that whoever foresees a 
problem is free to take an initiative. In school B they also said they were 
effective because even in situations where they had differences they ended 
up reaching consensus. In school C and D they didn’t need those meetings 
because they didn’t have problems.   
 
The same question as above was posed to union representatives as 
follows: 
 
 Who normally takes the initiative to start such meetings?  
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In School A the union members voiced out dissatisfaction with the way 
meetings are initiated at their school when one of the SADTU members 
said:  
 
“If it’s us they see it as minor when we want to initiate the meetings”.  
 
This view was supported by the other SADTU member when she 
concurred:  
 
 “Our views are not taken into consideration”.  
 
The NAPTOSA representative said “It is the SMT who initiate the meetings” 
 
 The responses showed that the union representatives did not have much 
say or influence on the initiation of meetings meant to address issues 
related to the smooth running of the schools. 
 
In School B, C and all the union representatives agreed that it depends on 
who has identified the problem. They agreed that it depends on who has 
anticipated or recognized or identified the problem In other words it may 
be management of union representatives who initiate meetings. 
 
4.3.16 Next question was posed to union representatives in order to 
determine the level of trust they believe the SMT members have on them:   
 
 Do you think SMT members regard union representatives as 
a threat to the smooth running of the school? Support your 
response? 
 
All the representatives of the two unions in School A responded 
unanimously by agreeing with the statement. They all gave “Yes” as an 
answer to the question. This showed that the union representatives did not 
have trust and confidence in the SMT members. 
 
In all the other schools (Schools B, C and D) the union representatives 
gave a unanimous answer as “No” to the question. This indicated that they 
trust their respective SMT members. However response to this question by 
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union representatives in School B seemed to be contradictory to earlier 
responses to similar questions. 
 
The next question concerning destructiveness of unions was posed to SMT 
members of the four schools:  
 
 Do you think union representatives can sometimes be 
destructive to management initiatives? Substantiate your 
answer 
 
In school A the management members indicated that union representatives 
sometimes were destructive and they could destroy the school because 
they misuse school times for their meetings. In school B one of the SMT 
members pointed out that.  
 
“They (union representatives) always listen to their union more than 
management rules”. 
 
The other member added up saying,  
 
“What happened in the case of ANA (annual national assessment) where 
union members didn’t write this examination and the Department wanted 
to get the results from us and this has created a tension between us and 
union members”  
 
In school C and D they were having no problem regarding this issue.  
 
4.3.16 Union representatives were asked the following question regarding 
their perceptions on the role that is expected to be played by SMT 
members that will foster and sustain collaboration with them to ensure that 
their schools run smoothly: 
 
 Are union representatives willing to work with management 
to improve the development of your school? Substantiate 
your responses 
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In all the schools all the members of the SMT agreed that union 
representatives do generally cooperate with management and they want to 
develop their schools. 
 
4.3.17 Next question asked was about the importance of union 
representatives. It was posed thus: 
 
 Do you regard union representatives as important in your 
school? 
 
In all the schools SMT members agreed that unions are important and they 
are a needed to run their schools smoothly. They added that union 
representatives also help to give them information on the latest 
developments and agreements on issues such as negotiations and 
developments in the bargaining chambers, which management may not 
have direct information. SMT members also intimated about the 
importance of union representatives on the sharing of codes of conduct of 
their members. One SMT member from school D said that: 
 
“Site stewards inform us about codes of conduct of their unions which their 
members have to observe in the site. This helps us to know how each 
member is expected to behave and how we should interact with him or her 
and how we should conduct disciplinary procedures” 
 
4.4 CONCLUSION 
 
In this chapter the researcher first presented the data which was followed 
by the analysis of responses per question that was posed to SMT members 
and immediately followed by analysis of the responses to similar question 
posed to union representatives. The researcher used coding by identifying 
categories that go together, and searched for relationships and patterns in 
order to develop a holistic picture. This led to the discovery of patterns that 
also developed into the findings that will be discussed in the next chapter. 
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CHAPTER 5 
 
DISCUSSION OF RESULTS  
 
5.1 Introduction  
 
In this chapter the findings of the study are   discussed. These confirm 
whether findings in this study are in line or contrary to the findings of other 
researchers. These include results in other related studies, such as schools 
and other departments. The concept of the relationship has attracted 
researchers from diverse fields and many researchers seem to have 
interest in exploring the benefits that are associated good relationship in an 
organization.  The researcher in the study  therefore, provide an argument 
exploring these beliefs based on the finding in this study and possible 
causes of contradictions  explained as they may be influenced by such 
factors as cultural benefits, organizational differences caused by negative 
attitude among the stakeholders in any organization. This is crucial in this 
study since the data collected through interviews is context bound. Other 
studies   assist in establishing and predicting the extent of the reliability of 
these results.  
 
5.2 Findings and their discussion 
 
It is necessary to involve stake-holders in the organizational structure. 
Specifically, it is necessary to involve union Reps in the management 
decision about the progress of the school. This can also improve the 
working relations with management and the teacher body. Subsequently, 
this might lead to promoting effectiveness of programmers at school. 
One of the schools agreed to this when the SMT member was saying union 
members help them to bring information as they are also the members of 
the union. 
 
Finding 1:  
 
The major source of conflicts revolved around the attendance of 
union meetings by union members during school hours. 
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It was revealed that in the schools where conflicts were reported to have 
taken place between SMT members and union representatives, they were 
primarily caused by situations where union representatives wanted to 
attend union meetings during school hours. While there seemed not to 
have been problems in some schools regarding this matter, union 
representatives in other schools were initially denied opportunity to attend 
such meetings during working hours. Management in the latter schools 
seemed to have been strict on their union representatives. This tended to 
create friction between members of the two structures as members of the 
unions felt unfairly treated. According to Anstey (1990: p.75), management 
and labour have one option in a world market, and that is to restructure 
the bargaining process to be mutually productive and to develop the day-
to-day relationship necessary. They can work together if they can come to 
a point of accepting each other (See 2.14). This finding also stresses the 
idea of working together and finding common ground. 
 
Finding 2:  
 
Meeting may be started by anyone from any side of the two 
structures when he or she has identified a problem. 
  
The SMT members and the union representatives agreed that meetings to 
resolve differences may be started by any one from any of the unions on 
site or by SMT members.  
 
This is supported by one of the SMT members who stated that: 
 
If it’s them who realize that there is a problem they (union) will come or 
they will invite us to a meeting for discussion. If it’s us who realize that 
there is a problem we call them. 
 
There was however a complaint from some of the union representatives 
that they felt ignored by SMT members when they realized the existence of 
a problem and tried to initiate meetings with management.  
 
In School A the union members voiced out dissatisfaction with the way 
meetings were initiated at their school when one of the SADTU members 
stated that:  
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“If it’s us they see it as minor when we want to initiate the meetings”.  
 
 
This finding shows that there is no mutual communication and initiation of 
communication between the two parties. However,  Masters  , Merchant 
and Tobias (2010) point out that recognizing engagement of employees 
through their union representatives is essential to the organizational health 
upon which effective performance is predicted.  
 
Finding 3: 
 
Factors contributing to causes of conflicts, as perceived by 
management include personal matters, perceptions in some union 
members on individual SMT members, union members with own 
interest or businesses and attendance of union representatives of 
their own meetings. 
 
It was revealed that according to SMT members there are several factors 
that contributed to the existence of conflicts between management and 
union representatives. Such factors leading to causes of conflicts range 
from some union representatives who had haboured grudges with  respect  
of the SMT members. Such grudges resulted from bitterness with some of 
the management members who got promoted in what some union 
representatives   regarded as questionable and felt that they were the ones 
qualifying for the same promotion post(s). Others were  based on natural 
and spontaneous hatred of a person without any tangible reason(s), or 
purely based on social matters which emanated from outside the school 
environment. 
 
Causes of tension are normally the result of what Tannenbaum and Schmit 
(1958) in Rogers (2002 p.21) describe as ‘Boss-centered leadership’ where 
superiors make decisions and simply announce them, as opposed to 
‘Subordinate-centered  leadership’, where subordinates are permitted to 
function and take decisions within the limits defined by the superiors. 
 
Such common factors that contribute to negative impact on the relationship 
between union representatives and management include, no space to 
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express one’s views, hiring and firing tendencies, nepotism during 
appointments lack of transparency by management, dictatorship 
tendencies, favouritism, and lack of information. This finding is supported 
by Venter (2006) when he states in 2.16 that tensions, if not promptly 
addressed, may develop an adverse effect on an organization. Schools as 
organizations may equally be affected by this negative relationship and its 
impact. Employment laws, rules and regulations also protect workers when 
conflict arises with the employers. In an ideal situation these rules define 
the relations between workers and their superiors. The major source of 
conflict, in the view of Venter (2006), in the labour relationship, stems from 
an inherent divergence of roles. In addition, Gill (2006) found out that 
management and union representatives are sometimes unable to see a 
problem from both perspectives, which from time to time may lead to 
misunderstandings, distrust and suspicions. 
 
Finding 4:  
 
Lack of equal treatment between the members of different unions 
in the same school 
 
Some union representatives complained of lack of equal treatment between 
different unions in the same schools. Though this was not a general 
practice in the four schools, where the practice existed in a particular 
school or schools, the complaint was based on management favouring one 
union over the other. Some of the reasons given were that one union was 
more vocal and active than another and also that members of the SMT 
were mostly also members of that vocal union. The major indication of how 
active and vocal the favoured union was, was that its members regularly 
brings the latest news about increments and other related matters to the 
SMT members from. Such members also inform the SMT members in 
advance about imminent strikes and related activities. 
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Finding 5:    
 
Regular and effectiveness of meetings between management and 
union representatives 
 
Both the SMT members and union representatives indicated that they meet 
regularly to iron out their differences which led to conflicts. It was 
generally discovered that such regular meetings helped both parties to 
immediately address their problems once any members of the 
management or union representatives discover the existence of such a 
problem or its imminent coming. However some union representatives 
doubted the effectiveness of such meetings, especially in the schools 
where union representatives believed that they were either undermined or 
ignored by management. This was supported by a contributor in e-How 
(2010) when stating that employers will treat employees with respect and 
vice-versa if they all want to succeed and achieve goals in (2.13 p.24). 
 
Finding 6:  
 
SMT members and union representatives collaborate with each 
other for the development of their schools. 
 
There was a general feeling amongst all the participants from SMT and the 
union representatives that both parties do work together for the 
advancement and interest of learners. Both parties viewed collaboration as 
an important ingredient for the promotion of togetherness and to achieve 
more in the creation and sustenance of conducive and productive working 
relationship. According to Anstey (1990: p.75), management and labour 
have one option in a world market, and that is to restructure the 
bargaining process to be mutually productive and to develop the day-to-
day relationship necessary in (2.14 p.25). 
  
However, contrary to the notion of collaboration and mutual trust between 
union representatives and members of management, Zengele (2009) found 
in his study in the Vryheid district of KwaZulu-Natal that involvement of the 
unions becomes contestable when some of the normal day to day activities 
in schools, such as the   filling promotional posts are carried out .Each 
union want its member to win. However Masters et al. (2010 p.2) point out 
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that the impact of engagement between managers and unions is contigent 
on several factors. According to them such factors include the commitment 
of top management and union leaders to the process; the extent to which 
partnerships or forums receive the proper amount of training in interest- 
based problem solving; the pursuit of cooperative labour – management 
relations in the collective bargaining process while persuing engagement; 
the recognition of the legitimacy of both parties; and a measurable focus 
on solving real problems in a pre- decision fashion. The general perception 
amongst stakeholders in the study is that individuals come to the business 
of filling posts at school level with personal agendas. 
 
Finding 7:  
 
Both SMT members view union representatives as important in 
assisting in the running of the schools. 
 
It was discovered that all the SMT members regard union representatives 
as having a meaningful role to play in the running of schools. SMT 
members have shown that union representatives provide them with the 
necessary information on how to work and deal with union members who 
are also staff members when the latter fail to carry out their duties and 
consequently have to be disciplined or called into order. Union 
representatives provide management with codes of conduct and 
disciplinary procedures from the unions on how to deal with their members 
if they go astray. Such provisions may otherwise not be readily available to 
management and as a result union representatives become important 
sources of information.  
 
Union representatives regard themselves as reservoirs of information on 
labour related issues, as they regularly bring and advise members of the 
SMT on matters related to the handling of labour disputes between 
management and union members. They are from time to time able to 
diffuse potential explosive disputes by preempting the solutions to such 
disputes before they become a reality. In a study conducted by Gill (2006) 
regarding the establishment of effective partnerships between school 
principals and union representatives, she recorded her findings which 
include the importance of involving stakeholders in the organizational 
structures as collaborative partners in schools, which assist in collaborative 
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communication. She further discovered that management commitment is 
widely regarded as an important ingredient in effective participative 
management, which includes union members. 
 
 
5.3 Summary of the findings  
 
There is a generally smooth relationship amongst union representatives 
and SMT members across all the schools. Members of management and 
union representatives are willing to work together or collaborate in 
ensuring that their schools run smoothly. Even though there is general 
willingness to work together, it has emerged that there are pockets of 
misunderstandings between members of management and union 
representatives when it comes to operational issues such as when union 
representatives want to attend their meetings.  
 
To this effect it has emerged that management of schools do not treat 
their union members equally. In some schools union members do not 
experience problems when attending their union meetings during school 
hours. In other schools, the research found a different picture where union 
representatives were not allowed to attend meetings during school hours. 
In such cases the researcher found that this led to the development of 
conflicts and enmity between union representatives and members of 
management.  
 
It was however sobering to discover that the conflicting parties managed 
to resolve their differences amicably by engaging one another through 
meetings initiated by, and amongst them without involving outsiders. It 
was important to realize that the parties were able to acknowledge their 
differences and misunderstanding of each other’s rights and created 
mechanisms of engaging one another through discussions and meetings.  
 
One of the important discoveries was the realization by both management 
members and union representatives that they need each other for their 
schools to run and function smoothly and productively. Another important 
discovery was the fact that SMT and union reps are having a problem in 
communication and always treat each other with suspicion. Some SMT 
members in some of the schools were talking as if all is well and they talk 
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as if their relationship with unions is very positive, they even went on to 
say they work with unions positively and they don’t have  a problem where 
as unions were complaining about transparency and non-consultation. 
 
In some of the schools there was an apparent inactiveness of unions as the 
research participants always said that they didn’t have problems and 
always agrees in all what is said by the management because seemingly 
they avoid arguments. This lack of union activism, which Fennimore (2006) 
calls those union members with such tendencies as “sweet-heart union 
members” can lead to teachers being treated unfairly and not equally 
according to Section 2 of the Bill of rights. Schools with such members tend 
to be not so well informed about union issues.  
 
Some union representatives complained about the process of employment 
which is not followed according to Employment of Educators Act where the 
rules and regulations are not properly followed. There were reports of 
hiring and firing tendencies, favoritism, lack of information and acts of 
dictatorship. Such tendencies are similar to the observations made by 
Davidoff & Lazarus (1999) that in the past schools were run with an 
autocratic fashion by the principal. Contrary to what was happening in the 
past, the new education reforms (in particular) demand that teaming in 
schools must be propagated for effective teaching and learning. The latter 
notion goes hand in hand with what was said to be happening in some 
schools where collaboration was reported between union representative 
members and SMT members in the running of the concerned schools 
effectively. 
 
It has been discovered that SMT members and union representatives in 
every school where unions are represented, both parties need each other 
for their schools to run smoothly and effectively. They work together 
harmoniously when they have clear and unambiguous lines of 
communication and transparency on all activities that affect them, 
especially in cases where labour matters are concerned.  
 
Openness and confidence in one another also seem to become a problem 
where they do not exist. Union representatives play a big role in the 
stabilization of schools if properly consulted and openly invited to make 
contributions. Schools that fail to take their union representatives into 
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consideration and confidence, nor consult them as collaborative partners, 
end up creating rivalry between themselves or amongst unions on site, as 
this leads to situation of lack of trust amongst management and unions or 
amongst one union against another union and management. This leads to 
schools becoming ineffective and dysfunctional. 
 
 
 5.4 Conclusion 
 
In this chapter findings of the study were discussed .It was evident that 
the relationship between union representatives and SMT is important as it 
can reduce tensions and ineffectiveness in some of the schools .The 
research proves that reforms are necessary for school development. 
Although there is a good relationship between these stake-holders in some 
school, but there are schools which need the management to be 
transparent to avoid tensions. 
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CHAPTER 6 
 
 SUMMARY, IMPLICATIONS AND RECOMMENDATIONS  
 
6.1 Introduction 
 
This chapter covers summary of the study, implications and 
recommendations. In the summary of the study, the researcher is going to 
provide key issues regarding the study as a whole. This lead to the 
implications the study have and also what is required from a leader or a 
good manager.  
 The recommendations follow discussion of the findings which were made 
during data analysis of the focus group interviews. They are made on the 
basis of the themes that were developed from the same focus group 
interviews of the SMT members and union representatives in the four 
schools that took part in the study. Seven recommendations are made 
below for consideration by management of schools and union leaders on 
how to work together for the benefit of their schools and learners. It is 
hoped that the recommendations will also form the basis for further 
research where the  gaps may still exist that need to be filled in the areas 
of employment relations in schools.    
 
 
6.2 Summary of the study  
 
This study   was about the relationship between union representatives and 
school management teams in the Tsolo district of the Eastern Cape 
Province of South Africa. The study was conducted because the researcher 
found the need to investigate this relationship. It was   based on the 
experience the researcher came across while involved in labour relations in 
education and in the school when she is employed. The study is premised 
on the basis of symbiotic-mutualism theoretical framework, which was 
regarded   as the cornerstone of sound relations between two parties that 
find them working or staying together. The study surveyed   a number of  
literature and  studies conducted by other researchers shedding light  on 
the important issues of employer-employee relations.  
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The study  followed qualitative research method and case study research 
design to understand the relationship between the managers and union 
representatives of four junior secondary schools. Focus group interviews 
were used to gather data based on the views of the two groups, namely 
SMT members and union representatives were interviewed in their groups 
separately after all ethical considerations and requirements were followed, 
which include the acquiring of permission from the relevant authorities, 
getting informed consent from the participants and ensuring of their rights 
to participate, to withdraw at any time they wished or not to participate at 
all. 
 
The data were  analyzed qualitatively, whereby the researcher identified 
segments coded them, and thereafter identified categories and themes that 
led to seven findings. The findings were then discussed in relation to the 
main research question and sub-research questions which were stated in 
the beginning, and after the background of the study and the statement of 
the problem were made. The discussion of the findings led to the 
identification of the implications of the study and recommendations on and 
to the relationship between the SMT members and the union 
representatives, that may deteriorate and lead to chaotic working 
environments in schools, if not properly managed through transparency, 
collaborative approaches and the understanding of one another’s 
responsibilities and rights for, and between, various stake holders in 
schools. 
 
 
 
6.3 Implications of the study 
 
The purpose of this part of chapter 5 is to discuss the implications that the 
relationship between union representatives can have on the smooth 
running of schools. 
 
According to Kats and Kochnn (1992), when workers are dissatisfied with 
their job and employment conditions, they believe that unionizing can be 
helpful in the improvement of the conditions under which they work. This 
study will encourage cooperation and collaboration among the SMT 
members which will reduce tension amongst many schools or 
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organizations. Tensions can be addressed through transparency among the 
management and involvement of union representatives in decision making 
as seen in this study,   as one of the major problems in the smooth running 
of schools where one of the participants in one of the schools stated that  
 
“We are not informed. We are not even recognized as a union in our 
school.”  
 
School managers are critical in establishing a supportive climate and 
promote collaboration as well as accommodating every member of the 
organization’s ideas, so as to feel considered and recognized. Union 
members and SMT members should work together for effective and 
productive partnership. Gill (2006), in her findings included the importance 
of involving stake holders in the organization as collaborative partners 
which will assist in collaborative communication.  According to De Beer et 
al.(2001) a manager is somebody who is a leader  in an organization and is 
responsible for organizing resources in the organization. This will include 
guidance to other members and also ensuring that resources are properly 
distributed for the success of the organization and carrying out its 
mandate. Goodlad (2003) supported this when he stated that these days 
doing nothing as a leader is a great risk so you might as well take risks 
worth taking.  
 
According to De Beer et al (2001), there are many things that lead to the 
deterioration of relationship between employers or managers and 
employees in the workplace. Some of the factors include, as it has also 
been revealed in the present study, transparency, unclear roles given to 
employees and unclear guidance and poor approaches by management to 
employees and vice versa. These conditions create unnecessary tension 
and poor productivity amongst staff members in schools. Managers and 
union members need to sit down and work out strategies and modus 
operandi which will empower everyone to know when, why and how to pull 
together in an organization. Managers who are ignorant and unclear of 
how unions operate and what their roles, responsibilities and their rights 
are in the workplace and in outside the workplace face the risk of being 
confronted by angry employees whose rights may have been trampled. 
Such employees may feel marginalized, despised and may become a 
permanent problem or anathema to management, as relations may have 
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deteriorated to such an extent that the school or organization may become 
dysfunctional with results of ineffectiveness. 
 
 
 6.4. Recommendations 
 
 
 
Recommendation 1:  
 
It is important for union representatives to always make prior 
arrangements for their classes in their work, when they have to attend 
union meetings to avoid unattended learners, which may create tensions 
between management and themselves (as both staff members and union 
representatives). This will help to avoid management frustrations in having 
to choose between the release of staff members to attend union meetings 
or management being left with noisy and rowdy classes left behind by 
union representatives and members who have left their learners without 
extra work or alternative arrangement reached with their colleagues and 
endorsed by management. 
 
Recommendation 2: 
 
It is important for SMT members to recognize the ideas from union 
representatives and the initiatives to start meetings as this will help to 
resolve their differences. Freedom to initiate meetings and resolve 
problems by either SMT members or union representatives may yield better 
results than if the meetings are always imposed by management. This may 
help to increase each side’s members’ confidence and self esteem when 
they see and realize that they can make a contribution for the success of 
their school. 
 
Recommendation 3:  
 
It is recommended that guidelines on promotion and appointment 
processes  be followed.   This will reduce the level of suspicion against one 
another and will increase support of the appointees in such management 
posts. This notion is supported by the findings of a study conducted by 
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Zengele (2009) who suggested that union members should always be 
present during short listing and interviews when appointments are to be 
made. It is further recommended that informal discussion sessions and 
team building activities be regularly held amongs union members and 
management to facilitate the reduction of tensions based on personal and 
social grudges. Members of the two structures should find light moments 
to share amongst themselves. This may serve as a catalyst for bringing 
people closer to one another and developing professionalism amongst 
members. 
 
Recommendation 4:  
 
It is important for both SMT members  and union representatives  to have 
a proposed programme for their meetings to address their issues and may 
be sometimes to invite some members of their unions at branch level to 
give some political lecture to capacitate them and every member of the 
staff to attend that. 
 
 
Recommendation 5:  
 
It is required that SMT members must be transparent and develop a policy 
of openness by involving union representatives  in the decision making and 
union reps must have a say and be taken into consideration and confidence 
as collaborative partners. Members of each side should share ideas and 
information through transparent reports to empower each other so as to 
continue making meaningful contribution in ensuring a concerted and 
collaborative effort in making their work easy and productive at all times.  
 
In a recent study conducted by Mkabile (2011) in the Butterworth district 
amongst school managers to understand knowledge sharing amongst 
principals and other staff members, she found out that school managers 
agree that sharing knowledge among employees enhances the 
organization’s effectiveness and this may be witnessed throughout the 
school’s activities which may include improved learner performance, 
innovative management strategies, teamwork and better working relations 
in their schools. 
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Recommendation 6:  
 
It is important for the SMT members to develop a positive attitude towards 
union representatives, as they need their assistance from time to time in 
dealing with the latter’s union members on issues related to labour 
disputes.   
 
 
6.5 Conclusion 
 
This chapter covered the summary of the study, implications and 
recommendations. They are discussed to give a light on how an 
organization should be managed. 
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APPENDICES  
 
THE RELATIONSHIP BETWEEN UNION REPRESENTATIVES AND 
SCHOOL MANAGEMENT TEAMS 
 
INTERVIEWS FOR MANAGEMENT 
 
1. Tensions between union representatives and SMT  
 
(a) What type of relationship do you have with union 
representatives as management. Good or bad? Please 
elaborate? 
(b) Have you ever had any conflict with   union   members? 
(c)    How did you manage such conflicts with   union members? 
(d) Between you as   SMT   members and union representatives 
who takes the initiative to solve such conflicts? 
 
2. Factors that contribute to the relationship between the 
SMT members and union representative 
 
(a) What are the factors that cause conflicts between you and 
union members? 
(b) Can you name any two major such factors that may have 
negative impact on the smooth running of the school? 
(c)     How often do you meet with union members to identify and 
avoid areas of possible conflict?  
(d) How   effective are your meetings with the unions if you do 
meet?  
(e) Who normally takes the initiative to start such meetings? 
 
3. The role played by both union representatives  and SMT 
members in the smooth or poor relationship between the 
two parties 
 
(a) How do you handle causes of conflict with union 
representatives? 
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(b) Do you regard union representatives as collaborative 
partners in ensuring the smooth running of the school? 
Substantiate your answer? 
(c)    Do you think union representatives can sometimes be 
destructive to management initiatives? Substantiate your 
answer 
(d) Are union members willing to work with management to 
improve the development of your school?   Substantiate your 
responses 
(e) Do you regard union reps as important in your school? 
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THE RELATIONSHIP BETWEEN UNION REPRESENTATIVES AND 
SCHOOL MANAGEMENT TEAMS 
 
INTERVIEWS FOR UNION REPRESENTATIVES 
 
 Tensions between union representatives and SMT members 
school 
 
4. What type of relationship do you have with management as union 
representatives in your school? Good or Bad? Please elaborate. 
5. Have you ever had any conflict with SMT members? 
6. How do you manage such conflicts with SMT members? 
7. Between you as union representatives and SMT members, who 
takes the initiative to solve such conflicts? 
 
 Factors that contribute to the relationship between the SMT 
members and union representative 
1. What are the factors that cause conflicts between you and SMT 
members? 
2. Can you name any two major such factors that may have negative 
impact on your relationship? 
3. How often do you meet with SMT members to identify and avoid 
areas of possible conflict?  
4. How   effective are your meetings with the SMT members if you 
do meet?  
5. Who normally takes the initiative to start such meetings? 
 
 The role played by both union representatives  and SMT 
members in the smooth or poor relationship between the 
two parties 
1. Do you think SMT members regard union representatives as a 
threat to the smooth running of the school? Support your 
response? 
2. Which role or roles do you think SMT members should play in their 
collaboration with union representatives regarding the smooth 
running of your school? 
3.  How do you handle causes of conflict with SMT members? 
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4. Do you regard SMT members as collaborative partners in ensuring 
the smooth running of the school? Substantiate your answer. 
5. Are SMT members willing to work with union representatives to 
improve the development of the school? Substantiate your 
answer.   
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